Approved For Release 2003/03/a: (G4A-RRETQMAA§32A000100010001-8

ey ey s e oy

b e 17 MR 75

MEMORANDUM FOR: Deputy Director for Administration

SUBJECT : Observations About the CIA Management
Committee

I honestly feel that I have gone about as far as I can

' go in analyzing the CIA Management Committee, and I offer

the following candid comments which may overlap or complement
what has already been stated:

a. Staff Work

The minutes of 16 May 1973 relating to
the Executive Director-Comptroller functions
reflect that Director Schlesinger explained his
disappointment with the quality of staff work
in the previous two weeks and he went on to
observe that it might be a good idea to have an
Executive Officer at the EP-5 level in the
interim period between his probable departure for
Secretary of Defense and Mr. Colby's assumption
of Director of Central Intelligence. A brief
discussion followed on different ways to antici-
pate problems and foment the necessary staff work.
I mention this because this problem was apparently
recognized by Dr. Schlesinger two years ago, but I
don't think the Agency has come up with a solution.

b. Chief of Staff

Related to the above and continuing the
theme, much has been said about the role of Colonel
White, rumblings continued throughout 1974 on the
need for an Executive Director; and the Office of
Training paper touches on this issue. 1In effect,
the CIA Management Committee has been an inadequate
replacement for the Chief of Staff--but it was
never intended as a substitute. My point is that
there may be a need for a strong, forceful, no-
nonsense, take-charge type Executive Officer, such

25X1
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as you were in DD/S&T, rather than the types or
level reflected in Messrs. Ben Evans, |

25X1 | . I don't
see a strong right arm to the Director in the DCI
complex, and possibly the role currently being
played by Mr. Hank Knoche should be part of the
permanent structure.

25X1

c. ADD GrOUE

I do have the feeling that the CIA Manage-
ment Committee keeps trying to reinvent the wheel,
and that some appropriate screening body should get
a crack at items before they become agenda items.
This relates to the problem of staff work. To cite
a recent example, it was in May 1973 that the
Committee considered the Agency newsletter issue
(MCA-41), and it did not get off the ground. 1In
July 1974 you ran with the ball and the other three
Directorates voted a strong no. Now in March 1975,
at the urging of MAG, there is the suggestion that
we have an Agency newsletter (MCA-119) and this
is pending before the Management Committee, without
any real reference as to what was done in 1973 and
1974. The point of this is that there may be a
permanent place for the ADD Group to proviq%uan
input before a decision is made to putxingbﬁ the
agenda. I would see two key functions: =

(1) Knock out the trivia items--
normally generated by MAG, Mr. Thuermer,
and the IG.

(2) Make sure we get solid facts
and necessary staff work on worthwhile
items--along with a price tag, and
appropriate options.

d. Regulatory Authorities

As you are well aware, regulatory issuances
relating to the Executive Director, Management Committee
and the Executive Secretary were ignored completely--
almost a considered indifference or lack of concern. I
have drafted (with | | a very detailed set 25X1
of procedures for the Management Committee, whereas
others, such as Mr.| | favor broad general 25X
guidelines. Take your choice, but I do feel it should be
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made clear as to whether this is a decision-making,
coordinating, or advisory body. This was one of
the first questions you asked me in October 1974,
and I now think the Committee has been a little bit
of everything, dependent upon the time frame.

e. Review of CIA Management Committee

The Office of Training has suggested that
the Office of the Inspector General conduct a review
before we make any changes in the regulations and they
suggest that the study could be completed in about
three months. I really feel that the Comptroller
should be given this assignment for the following
reasons:

(1) The Comptroller has been pushing
for a "raising of the standards" of the
CIA Management Committee for quite some
time and they have done some spade work in
this area.

(2) The Comptroller's Office has the
most input from all elements of the Agency
in connection with the February 1975 "Winter
Conference" which has now been scrubbed.

(3) I feel Iams, | | ana 25X1
company are more competent to conduct an
assessment of the situation than the
Inspector General.

f. Executive Secretariat Procedures

I have never been in attendance at a meeting
of the CIA Management Committee; I don't have access to
the daily journal; and I'm not really familiar with the
routine at the morning meeting. With that as background,
it would be highly presumptious of me to suggest specific
and detailed methods of streamlining procedures of the
Executive Secretariat. I was, however, very much
impressed with some of the concepts advanced by Mr. 25X1

regarding computerization and I do feel this is
e€rtile field for developing improved procedures for
the Agency. Mr.[ [may go overboard in suggesting
secretarial verbatim-type notes, but there should be
some movement towards more details and increased clarity.

3
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g. Timeliness

To a certain extent, I think the CIA
Management Committee can be faulted for moving in a
very slow manner, or it might just show that the
item should never have been on the agenda in the
first place. A current example is Mr. Walter Elder's
proposal on histories, which he first advanced in
August 1974. As of March 1975, a decision has not
been made. A decision on the COINS Project Officer
took many months. We played around with the idea of
an Agency movie for quite some time before it was
finally shot down. The Thuermer suggestion on
Bicentennial Participation was made in August 1974,
and it remains a pending item in March 1975. If
these are not trivial items, then the Committee should
move with more dispatch.

h. Secretary

The "two hats" worn by Mr. Carl Duckett may
not be a real problem, but some people in the Agency
obviously think it presents difficulties. Mr. Brownman
in his farewell address to Directorate officers,
obviously felt that the DD/M&S, DD/I and the DD/O did
not get a fair shake on some issues-=-such as program
audits. On the other hand, comments for the "Winter
Conference" suggest that someone feels the Directorate
of Science and Technology does not get a fair shake
because Mr. Duckett leans over backwards to be fair.
It is my point that substantive DD/S&T related issues
are not referred to the CIA Management Committee for
consideration and maybe that is as it should be. This
is an issue with which you are most familiar, and T

really don't see it as a real problem. If the Comptroller

does conduct a comprehensive review, however, it might be
worthwhile for senior management to focus on it in terms
of the actual authorities and responsibilities of the
Secretary of the Management Committees™

Executive Officer
Deputy Director for Administration

Atts
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I. BACKGROUND

A. The CIA Management Committee was established by
a Headquarters Notice effective 14 February 1973,
and there has since been some degree of criticism
as to the effectiveness of this management body.
Most certainly, there has been some confusion at
all levels as to how the machinery operates. One
element holds that the CIA Management Committee
has considered rather unimportant, short-range
items with no particular policy overtones, while
another element maintains that the procedures
are not clearly established, well organized, or
consistent.

B. This review is based upon the reports readily
available in one Directorate, and the study was
conducted in preparation for the DCI "Winter
Conference" which had originally been scheduled
for February 1975. The CIA Management Committee
was included as one of the agenda items, and it
is believed that some preliminary staff work
might have been conducted in all the Directorates,
as well as the Office of the Comptroller. 1In
effect, there may be in existence additional
research data which might support or dispute the
conclusions and recommendations in this study.
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II.

BASIC CHARTER

A'

Headquarters Notice dated 14 February
1973, established the CIA Management Committee.
There are a number of observations to be made
about this basic document:

1. First, the Notice expired on 15 February
1974, and has never been renewed or
otherwise put into Headquarters Regulations.

2. The CIA Management Committee is charged with
reviewing and recommending to the Director
"matters dealing with organizational issues
and intelligence resource policy." Examples
of such matters are cited, but is is not
referred to as an approving body.

3. The Office of Executive Director-Comptroller
was "suspended."

4. The four Deputy Directors are mentioned as
"members" of the CIA Management Committee,
but from the beginning there has been
regular attendance by other Agency repre-
sentatives, whose role is not defined.

CIA Management Committee Procedures (MCA-2) ap-
proved by the Director at the meeting of

28 February 1973, indicates that: "The purpose
of inclusion of a topic is not formal approval
by the Director of completed actions, but to
inform the membership and obtain general counsel
and discussion on major policy problems."

The minutes of the CIA Management Committee meeting
of 28 February 1973, indicates that the procedures
were approved "with the understanding that they are
subject to adjustment with experience." DD/A
records reflect an informal memorandum of 1 March
1973, prepared by the Deputy Director for Support,
who stated that "coordination is the purpose of
this organization change."
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D. The DCI memorandum of 5 November 1973 on "Agency
Organization" indicates that "The Management
Committee will consist of the DCI, DDCI, the
Secretary (Mr. Duckett, also as DD/S&T), the
DD/I, DD/M&S, DD/O, General Counsel, Inspector
General and the Comptroller. The Committee
will meet periodically to consult with the Direc-
tor on matters dealing with the Agency, as placed
on the agenda by the Secretary and circulated to
members before meetings."

E. A memorandum of 14 November 1973 by the Secretary
of the Management Committee contains the following
extract on an unlisted topic: "The Chairman high-
lighted his expectations for the Management
Committee as a vehicle to relieve him of various
chores and noted his attendant delegation of
authority to the Secretary." See DCI memorandum
of 5 November 1973 on Agency Organization.)

F. In the same memorandum of 14 November 1973, the
Secretary "explained that the Comptroller is a
staff advisor to the Secretary and the Chairman
on resource-related items forwarded for the
Committee's review. He noted the Executive
Secretary/CIA's role in consulting the Secretary
with respect to development of agendas and whether
or not a problem or action is to go before the
Management Committee or be handled in the normal
line and staff channels."

G. In a memorandum of 12 November 1973, to members
of the CIA Management Committee on "Pending Actions,"
the Secretary listed ten items which he planned to
approve, and he provided comments on five other
items. There is the following extract: "Per my
remarks at the 9 November morning meeting, the
Chairman has authorized the undersigned to approve
items pending before the Committee."

H. The minutes of the CIA Management Committee, dated
12 February 1974, point out that the Chairman
endorsed the occasional attendance of Associate
Deputies at future meetings of the Committee.
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I. The minutes of the CIA Management Committee,
dated 26 March 1974, indicated that the
Secretary "concurred in the recommendation"
that the agendas for CIA Management Committee
meetings be distributed at least five full
working days prior to meetings.
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III. EXECUTIVE DIRECTOR-COMPTROLLER FUNCTIONS

STAT A.
B.
C.

HN  dated 14 February 1973, contains the
following statement in Paragraph 4:

"The Office of the Executive Director-
Comptroller will be suspended, and its
functions (including that of the
Comptroller) being assumed by the Execu-
tive Secretary of the Management Committee."

Although it was never stated or implied that the
CIA Management Committee actually replaced the
Executive Director-Comptroller, the overall
situation has never been clarified, and some of

- the functions have been assumed by the CIA

Management Committee. The issue was addressed

to a limited extent by the CIA Management
Committee under MCA-32, "Former Executive Director-
Comptroller Functions to be Assumed" and ER Memo-
randum 73-2034 is a list of functions apparently
transferred to the Executive Secretary and the
Deputy Director for Support (DD/M&S). Most
certainly, a review of the minutes of the CIA
Management Committee, dated 21 May 1973 does not
make it clear as to what authorities were trans-
ferred to the Committee or other elements of the
Agency.

MCA-32 serves to emphasize a weakness in the CIA
Management Committee machinery in that a "major
policy problem" was never worked to the point of
decision, and no effort was made in May 1973 to
effect the necessary changes in Agency regulations.
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IV. CIA MANAGEMENT COMMITTEE MINUTES

A, The original memorandum of 26 February 1973, on
CIA Management Committee Procedures (MCA-2)
indicates in paragraph 3 that "Except for
recording decisions reached, no minutes will be
made of Committee meetings. The Executive
Secretary will be responsible for assuring the
Chairman that decisions reached are implemented
and will provide periodic progress reports to
him."

B. In line with the above approach, the minutes of
some meetings are so concise that they lack
clarity and/or appropriate details. This occurs
on a number of occasions when it is indicated
that the issue was "discussed at length" or
there was a "lengthy discussion" but no details.
The following are cited as examples of minutes
which might be a little too succinct:

1. MCA-44, Organization for Production

"The proposals of Mr. Colby and Mr. Proctor
were discussed at considerable length, and
it was decided to postpone any final
decisions on this topic."

2. MCA-42, 21 May 1973 Memorandum 25X1

"Discussion and action postponed."

3. MCA-45, ARPA Intelligence Analysis R&D Program

"Discussion and action postponed."

4., MCA-92, New Procedures for Evaluating Research
Proposals

After some discussion, the Secretary asked that
the Comptroller lock at existing review and
approval procedures for research projects.

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8



Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8

C. The minutes of 25 February 1974 concerning the
Returnee Interview Program of CY 1973 (MCA-82)
lack specificity. Possibly the problem is
highlighted most strongly by the General Counsel
in his memorandum of 24 June 1974 on Limitations
on Outside Activities (MCA-93), when it is
pointed out that there was some confusion as to
what the CIA Management Committee decided the
previous week.

D. Important, significant and worthwhile policy data
is sometimes reported in a rather innocuous
manner, with no appropriate heading or MCA number.
It has been pointed out that the minutes of
14 November 1973 reflect new guidelines on the
role of the CIA Management Committee, but the
data is buried in the report and refer to "remarks"
at a morning meeting of 9 November 1973 which are
not readily available.

o’
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V. MCA NUMERICAL SYSTEM

A. It would appear that there is some weakness and
considerable inconsistency in the approach used
to assign MCA numbers to agenda items. At first
blush, this procedural problem may not seem to
be particularly important, but it has and does
lead to some confusion when one attempts to staff
out a problem with not much lead time. In many
instances, there is no obvious connecting link
between files.

B. The following are cited as examples of the problem:

1. MCA-1 "Intelligence Support to NSC," leads
directly to MCA-44/A and MCA-44/B on the
"National Intelligence Office."

2. MCA-5, "CIA Management System," leads to
MCA-88/A, "CIA Management Processes."

3. MCA-20, "Review of Training," as well as
Mca-20/A, MCA-20/2, and MCA-20/3 lead to
MCA-87, "Annual Report, Component Conducted
Training, FY 1973." There is also MCA-76,
"Annual Report of Language Development
Committee for FY 1973."

4., MCA-24, "Career Service Management," as well
as MCA-24/A, MCA-24/B, MCA-24/C, and MCA-~24/D
lead to MCA-30, "Annual Personnel Plan."

5. MCA-25, "Agency Image," leads to MCA-39,
"Agency Image - 100 Universities Program"
to MCA-67, "Recruiter Views," which is
essentially a report on the Agency's image.
This leads later to MCA-71, "Modified 100
Universities Program."

6. MCA-34, "Research and Development in CIA,"
leads to MCA-92, "New Procedures for
Evaluating Research Proposals."

7. MCA-42, "Areas for Discussion"

| 25X1

21 May 1973 Memorandum) leads to MCA-4%,
"Studies of Intelligence Crisis Support," to
MCA-100, "Internal Organization for Crisis
Management."
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There was in fact considerable confusion as
to what had been recommended to and approved
by the CIA Management Committee.

9. MCA-74, "Impact of Proposed FY 1974 Personnel
Cuts Assigned to the DD/M&S," leads directly
to MCA-91, "ADD Group Review of 1975 Staff
Personnel Ceiling.”

10. MCA-93, "Limitation on Outside Activities,"
is essentially the same as MCA-106,
"Coordination and Review of Manuscripts
Submitted for Publication by Former Employees."

C. It would alsoc appear that there is some lack of
orderliness in the failure to assign or identify
the MCA number under certain circumstances. The
"Payment of Administrative Costs of the Voluntary

— Investment Plan" is recorded under, but appears to
have no solid connection with MCA-91, "ADD Group
Review of 1975 Staff Personnel Ceilings."

D. MCA-6 is a listing of "Planned Management Committee
Agenda Items," essentially a working document which
does not merit the assignment of a number. MCA-42
on "Areas for Discussion" does not shed too much
light on the proposals made by Mr.l |
Aspects of the COINS issue have co
discussion at various times, most recently on
2 December 1974, but the deliberations of the CIA

Management Committee were not associated with
MCA-15, "COINS."
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VI.

MARGINAL AGENDA ITEMS

In a post mortem review of earlier agenda items, it
is felt that the following issues did not have
significant policy overtones which cut across Direc-

torate lines to any appreciable degree and/or otherwise

merited the attention of the CIA Management Committee:

A.

particular impact elsewhere. DD/A TecOras
reflect that it was approved without comment
or discussion.

MCA-17, "Intelligence Production, March-April 1973

The basic issue was important, and there may
have been policy overtones; it would appear,
however, that the primary impact was on the
DD/I, and there was little or no substantive
discussion by other members of the CIA Manage-
ment Committee. Questionable.

MCA-19, "Monthly Reconnaissance Schedule"

The basic issue was important, and action was
assigned to the DD/I and the DD/S&T. This did
appear to be a short-range issue. At least
questionable.

MCA-21, "New Format of Memoranda for Approval of
the DCI, DDCI, and Executive Secretary, Management

Committee"

The new format had already been approved in
principle by the DCI, the minutes reflect no
discussion, and there certainly were no policy
overtones. The simplified format is fine, but
there was no need for CIA Management Committee
consideration. '

MCA-22, "Classified Bulletin Boards"

This item did, in fact, impact on the entire
Agency, but a question is raised as to whether
it warranted the attention of senior manage-
ment for detailed input.
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F. MCA-26, "Grievance Procedures"

In response to the comments of the Junior
Officers Study Group, the Inspector General
prepared an Agency Notice explaining its

role in the handling of grievances. There
was related input from the Offices of Person-
nel and Training, but DD/A records reflect
no details of substantive discussion by the
CIA Management Committee. Minor issue.

STAT

issue, and a good report was approved, but
there did not appear to be any substantive
discussion by the CIA Management Committee.
It is believed that direct action would have
achieved the results.

H. MCA-36, "Revision of DD/0 Staff Structure"

There would appear to be little question that
this was an important issue, but it was
basically a DD/O item of concern to the DCI,
with little or no input from other members of
the CIA Management Committee. It was not
part of an overall Agency restructuring,
streamlining, or personnel reduction program.

I. MCA-37, "Review of Consultants and Rehired
Annuitants"

This issue was of interest to all four Direc-
torates, and it was made clear that the Agency
should not maintain a stable of advisors unless
there is a need for their expertise. There did
not appear to be any substantive discussion by
the CIA Management Committee members, and a
mechanism did exist to check on this program

on a yearly basis. Minor issue.

J. MCA-58, “Manﬁgement Committee Item - Definition of
Vital Records

There was a request for a restatement or reaffirma-
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was recommended that an Agency Notice be
issued on the topic. This was approved and
there is no indication that the issue was
discussed. It would appear that direct
action outside the CIA Management Committee
would have been appropriate.

K. MCA-67, "Recruiter Views"

This is an informative three-page report on
the Agency's image following Watergate. Our
records fail to reflect that there was any
substantive discussion or action taken on this
item.

L. MCA-80, "Agency Parking Permit Policy"

This issue certainly impacts on all elements
of the Agency, but hardly warranted the
attention of senior managers. Directorate
representatives subsequently formed a Parking
Committee to handle this matter at the
appropriate level.

M. MCA-92, "New Procedures for Evaluating Research
Proposals

This was an Agency MAG proposal which touched
on an issue which was primarily of concern to
the DD/S&T. The net result was that the
Comptroller was asked to look at existing
review and approval procedures. As presented,
the topic hardly warranted the time and
attention of the CIA Management Committee.

N. MCA-93, "Limitation on Outside Activities"

This related to procedures for clearance of
articles for publication, or speeches for
presentation by former employees. The issue
is important, and it does impact on all
elements of the Agency, but it would appear
that the item was prematurely presented as an
agenda item. Subsequent CIA Management
Committee action was taken five months later
under MCA-106.
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0. MCA-94, "Establlshlng Priorities for Computer
Service Requests"

This item was referred to the CIA Management
Committee by the Audit Staff, following an
audit of the Office of Joint Computer Support.
This problem was being worked out within 0JCS,
and referral to the CIA Management Committee
was extremely premature.

P. MCA-103, "Bicentennial Participation"

This issue is of minor concern to the Agency
and should not have been referred to the CIA
Management Committee. The item could have
been addressed at the working level.
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VII. STRONG AGENDA ITEMS

In a review of earlier agenda items, it is felt
that the following issues did in fact have
significant policy overtones and merited the
attention of the CIA Management Committee:

A. MCA-1l, "Intelligence Support to the National
Security Council"; MCA-44, "Support to the DCI
on National Intelliﬁgncéfj MCA-44/A, "National
Intelligence Office

This item appears to be of fundamental impor-
tance to the Agency, but the minutes of 24 April
1973, provide little insight as to the "lengthy
discussion" of the pros and cons. There was a
further review of the concept in June and July
1973.

B. MCA-5, "CIA Management System"; MCA-88, "The
Agency's Management System"; MCA-88/A, "CIA
Management Processes"

Again, this issue appears to be of fundamental
importance to the Agency, and there is a very
useful insight as to the Director's views on
management by objective. The minutes of 3 April
1974 provide pretty solid policy guidelines.

C. MCA-14, "Consolidation of Selected ADP Operations"

This related to the approval to centralize computer
systems, and the transfer of the Office of Joint
Computer Support to the DD/A. There was an impor-
tant policy decision which impacts on most major
elements of the Agency.

D. MCA-20, "Review of Training"; MCA-87, "Annual
Report, Component Conducted Training

Training has a significant impact on all elements
of the Agency, and the rather detailed minutes of
24 April 1973 and 22 April 1974 reflect very
useful policy input from the highest level.
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E. MCA-24, "Career Service Mana ement"; MCA-24/A,
New Approaches‘tO'Personnel‘Management

This deals with the improvement of personnel
management in the Agency, and a complete over-
haul of the system, following the establish-
ment of an inter-Directorate personnel study
group. It is submitted that this issue is
probably one of the best examples of the type
problem which should be addressed by the CIA
Management Committee. There continues to be
important £follow-through action, also including
MCA-30, "Annual Personnel Plan."

F. MCA-32, "Former Executive Director-Comptroller
Functions to be Assumed"

This issue is of fundamental importance, but it
was never adequately addressed by the CIA Manage-
ment Committee. There was a significant lack of
follow-through. The issue was discussed at the
Committee meeting of 16 May 1973, but the problem
was really worked by the Deputy Director for
Administration as of 10 March 1975.

G. MCA-34, "Research and Development in the CIA"

It is believed that the basic issue is important
from a policy standpoint, and there is a signifi-
cant impact on all major elements of the Agency.
As with MCA-20, the minutes of 13 June 1973, are
more detailed than usual, and there is some clear
presentation as to the views of some senior
officials. This was a useful review of "research"
which compares favorably to the much lighter
study in MCA-92.

H. MCA-40, "National Intelligence Survey Program"

This related to the DD/I proposal that the DCI
present before USIB an Agency recommendation to
abolish the NIS Program. Although the issue was

of primary concern to the DD/I, it impacted on
other elements of the Agency and the intelligence
community in terms of manpower and financial
resources. Although the issue might have been
handled through direct command channels, it seems
more appropriate as a CIA Management Committee item.
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MCA=-52, "FY 1974-75 Program Review"

There were major Agency decisions concerning our

personnel strength, and our financial resources.

This was of considerable importance from an over-
all Agency standpoint.

MCA-91, "ADD Group Review of 1975 sStaff Personnel
Ceiling"

MCA-74, "Impact of Proposed FY 1975 Personnel Cuts
Assigned to the DD/M&S" covered in considerable
detail the impact on the Agency of proposed cuts
within one Directorate. This led to the establish-
ment of a committee composed of the four Associate
Deputy Directors, the Director of Personnel and
chaired by the Comptroller. The committee
conducted a rather exhaustive review of personnel
resources within the Agency, submitted a final
report on 1 May 1974, and this was approved by

the CIA Management Committee on 9 May 1974.

MCA-89, "CIA Retirement and Disability System
(Inspector General)"; MCA-89/A, "General Counsel's
Overview of Agency Early Retirement Policy'";
MCA-89/B, "Review of Agency Retirement Policy
(Office of Personnel)"; MCA-89/C, "Agency Retire-
ment Policy (Office of Personnel)"

Although this issue appears to have been presented

to the CIA Management Committee somewhat prematurely,
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without the appropriate staff work by components
having primary cognizance, there is little
questions that it is an important policy issue
which touches the roots of the Agency. It most
certainly merited the attention of the CIA
Management Committee on policy grounds.

M. MCA-99, "Agency Personnel Ceiling"

On 5 July 1974, the Comptroller submitted a rather
detailed report on the new single ceiling concept,
and the controls being imposed by the Office of
Management and Budget (OMB). The matter was con-
sidered by the CIA Management Committee on 11 July
1974, and action was initiated by the Office of
Personnel and the Comptroller to work out an Agency
solution, with appropriate input from all Direc-
torates. As with MCA-91, the issue is extremely
important to all elements of the Agency.

N. MCA-108, "CIARDS Financial Situation"

A working committee conducted a review of the
CIARDS financial situation and determined that by
1982, there may be insufficient funds in the CIA
Retirement Fund for the payment of annuities.
Various options were presented to the CIA Manage-
ment Committee on 6 November 1974, and a decision
was made on 20 November 1974. It is to be noted
that the basic document was generated by one
Directorate, but it reflects the concurrence of
the General Counsel, the Legislative Counsel, and
the Comptroller before it was referred to the CIA
Management Committee. It is obviously an important
issue.
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VIII. SPONSORSHIP/IMPACT

Tt is rather difficult to develop a meaningful and
accurate analysis as to the sponsorship and impact
of the many issues which have been addressed by the
CIA Management Committee in the last eighteen
months. There would appear to be some reasonable
evidence, however, to support the following:

A.

Throughout most of 1973, the Executive Secre-
tary either sponsored or otherwise generated
most of the agenda items that were considered
by the CIA Management Committee. The catalytic
effect is quite obvious--priming the pump.

At the Directorate level, most of the items
were initiated by the DD/A, followed by the
DD/I, and the DD/0O. There were very few items
sponsored by the Directorate of Science and
Technology.

It would appear that the CIA Management Committee
was sometimes used as a sounding board for issues
which had little impact on the membership. This
may have been intended as a useful spin-off
effect.

The CIA Management Committee was perhaps used

as an information exchange mechanism for some
issues, which could otherwise have been resolved
through direct action.

In some instances the problem might have appropri-
ately been worked out at a lower level, without
the need to refer the matter to the top managers.

Early on, before the "five working day rule" was
established, it was sometimes difficult to
adequately study the problem before it was
considered as a formal agenda item. Where an
item has a major impact on one Directorate, that
unit should have the opportunity to conduct a
proper analysis.
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IX.

CONCLUSIONS

In following CIA Management Committee matters through
1973-1974, one is led to the following conclusions,
most of which are inter-related:

A.

ROLE

The basic role of the CIA Management Committee is
not clear, in terms of it being a coordinating,
policy, advisory or decision-making body. The
role of the CIA Management Committee has evolved
and changed in the last eighteen months.

CHARTER

It is submitted that the original CIA Management

Committee charter of 14 February 1973

has not only expired, but it was inadegquate to
begin with; and it does not cover the true role
of the CIA Management Committee. A new, complete
current and accurate regulatory issuance is very
much required. The same applies to
relating to the Executive Secretaria .

SECRETARY

Most certainly, the authority and responsibility
of the Secretary was changed dramatically in
November 1973, but this is not appropriately
covered in the regulations, and his approval

authorities are not clearly defined.

MEMBERSHIP

The membership of the Committee is not formally
explained. The minutes encourage the "occasional
attendance of Associate Deputy Directors, but the
record remains silent concerning the presence and
participation by other senior officials who

regularly attend CIA Management Committee meetings.

AGENDA

A high percentage of agenda items placed before the
Committee are inappropriate for consideration by a

senior level management body, either because the

issues are not sufficiently important or they could

more directly be handled through normal channels.
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There should be a tighter screening, with a
heavier focus on "major policy problems."

STAFF WORK

Clear provision has not been made for supportive
staff work on issues placed before the CIA Manage-
ment Committee. There are many examples, but an
issue which stands out is MCA-32 on the Executive
Director-Comptroller, as there was little staff
work prior to consideration by the Committee, and
there was no follow-through action in terms of
implementation. This was on a major policy
problem relating to a key change in the Agency's
management process. On the other side of the coin,
in reviewing "strong" agenda items, it appears that
the CIA Management Committee has operated at its
best when there is strong basic staff work, as in
MCA-91, "ADD Group Review of 1975 Staff Personnel
Ceiling."

MINUTES

The minutes of the CIA Management Committee are
often enigmatically brief and do not provide an
adequate base for clear action, control and follow-
up. It is often rather difficult to accurately
determine what was decided, much less the rationale
or considerations involved in the decision.

PROCEDURES

Procedures for the Committee have not been adequately
defined and some confusion exists as to how the
Committee is supposed to function. What are the
guidelines, which are to be adjusted "with experience?"

COMPUTERIZATION

From the standpoint of efficiency, it does appear
that there should be a completely fresh look at the
procedural machinery of the CIA Management Committee,
with a view towards streamlining and otherwise
bringing a little more orderliness to the system.
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It is felt that a comprehensive feasibility
study would be in order, covering all aspects
of activities in the Executive Secretariat
area.
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X. RECOMMENDATIONS

A. There are the following major recommendations
relating to the CIA Management Committee:

l.

Conduct an in-depth analysis of the manage-
ment process, with a view towards determining
how the CIA Management Committee can best
assist and support the Director in running
the Agency. I feel that this could best be
handled by the Comptroller's Office, with
input and assistance from all major elements
of the Agency.

Revise and update the regulations, spelling
out the mission, functions, authorities,
procedures and membership of the CIA Manage-
ment Committee. A draft proposal is attached.

Clarify the role and authorities of the
Exeeuttwve Secretary, both in terms of the
CIA Management Committee and the Agency.

B. There are the following minor recommendations:

l.

As a rule of thumb, have the CIA Management
Committee focus on major policy issues, which
have a broad impact. Stress quality items,
and avoid the less significant.

Ensure that agenda items are properly developed
and thoughtfully staffed out, so that all of
the relevant facts are available, in advance.

Arrange for more detailed reporting of the
minutes, setting forth policy decisions in
such clear-cut and comprehensive manner as

to supply the basis for executive action.
Verbatim stenographic notes may not be needed,
but there should be more substantive detail
than is being provided at present.

Revise and update the duties and responsibilities

of the Executive Secretary, as outlined in

STAT

which expired 1 August 1974. (Mr. has
drafted an appropriate Notice.)
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5. Conduct a comprehensive feasibility study
covering all activities of the Executive
Secretariat, with a view towards computeri-
zation of major activities.
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OGC 75-0032
-~ 6 January 1975

MEMORANDUM FOR: Executive Officer, DDA

SUBJECT : Management Committee Authorities

1. Responsive to your note of 26 December and our several
conversations on this subject, I have reviewed the papers you assembled
and the several draft memoranda you prepared; I think this is a valuable
piece of research. In particular, it serves to pinpoint what the Manage-
ment Committee situation seems to be, namely, that the purpose, use and
authority of the Committee has not been entirely tied down, probably
because management's views in this area change somewhat.

2. Nevertheless, the purpose of the Committee seems to be that

major questions of Agency-wide import are to be considered by the

Committee and in appropriate cases recommendations forwarded to the

Director for decision. Paragraph 2 of :lseems adequate for that STAT
- purpese. In any event, I would avoid any effort to spell out detailed

and lengthy specifics as to the mission, functions, responsibilities,

authority, composition, etc., of the Committee, at least at this stage.

Informality and flexibility are useful to a function of this sort.

3. On the other hand, it would be desirable to clarify the

situation as to the disposition of the authorities formerly exercised by
the Executive Director-Comptroller. In particular, Director Schlesinger's
suspension of the Office of the Executive Director-Comptroller and his
statement that the functions of that office are being assumed by the
Executive Secretary of the Management Committee (paragraph 4 of

STAT :lleave a number of loose ends. While I think Schlesinger's
action should be interpreted as having terminated the Office of the X
Executive Director-Comptroller, it would be well to include in Agency STAT
regulations provisions transferring the appropriate functions of that
office to the present Office of the Comptroller. Notwithstanding the
Schlesinger papers, it is unclear that the other functions of the
Executive Director-Comptroller were intended to be transferred to
other offices or officials. A Director decision on this matter should
be useful.

STAT

Associate General Counsel
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21 Januvary 1975

MEMORANDUM FOR: Executive Officer-Deputy Director for Administration
SUBJECT : Management Committee
Skip:

Because your request to me was personal, I am forwarding
these comments in draft form for any use you and the DD/A consider
appropriate. Only | | have consulted with me
on this matter and The product does not represent a coordinated OTR
position. It is, however, a consensus of our views about how initially
to work toward improving the management of the Agency.

The draft IN you forwarded for our perusal is interesting
and comprehensive. We have not commented on it since we believe it
may be premature to suggest such specifics to the Management Committee
in the form of an HN., We see the production of an HN evolving during
the latter stages of the Project Officer's staff work. It may well
include much of what you suggest, but tactically we feel you should
delay submitting it to the Management Comnmittee.

We would be pleased to discuss the attached paper with
you and/or others at your pleasure.

Att
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20 January 1975

MEMORANDUM FOR: Deputy Director for Administration

SUBJECT : Change in the CIA Management Committee Structure

In this paper we discuss the issue of the CIA Management
Committee, we suggest the attributes of an improved management
mechanism, and we offer an Action Plan through which changes

might be implemented.

I. DISCUSSION
A, DOES THE DIRECTOR NEED ASSISTANCE IN MANAGING THE FOUR
DIRECTORATES AND THE INDEPENDENT OFFICES OF THE DCI AREA?
Comment: CIA history suggests clearly that
the Director does need such help...that the
management of CIA from the DCI echelon does
call for more time than the Director can
personally give to it in view of his many
other roles (White House, NSC, Intelligence
Community, Congress, Public Relations, ete.).
Further, the "one agency" theme calls for
increased planning and control from the Agency

echelon. More fundamentally, in an era of
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H

curtailed resources and rapid change, all
bureaucracies will require more, not less, -
and stronger, not weaker -~ management from
the top.
B. DOES THE PRESENT CIA MANAGEMENT COMMITTEE PROVIDE ADEQUATE
SUPPORT TO THE DIRECTOR IN THE MANAGEMENT OF THE AGENCY?
Comment: We believe the answer is "No".
Deficiencies in structure, procedures, and
performance of the present Management Committee
include the following:
1. The basic role of the Committee
is not clear. (Is the Committee
a coordinating body? A policy
body? An advisory body? A
decision-making body?)
2. Procedures for the Committee have
not been adequately defined. Con-
fusion exists as to how the Committee
1s supposed to function.
3. The membership of the Committee is
not formally defined or explained.
4. The key titles of Secretary and
Executive Secretary are confusing.
This confusion in titles is compounded
by the fact that for the majority ofv

meetings the Secretary acts as Chairman.
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5. The authorities of the former

Executive Director-Comptroller have

not been clearly reassigned since
the termination of that position.
Some of those authorities at least
have been assumed by the Committee.

6. The delegation of approval authority
from the Director to the Secretary
of the Committee is unclear.

7. A high percentage of Agenda items

placed before the Committee are
inappropriate for consideration by a
senior CIA-level management body...
either because the items are not
sufficiently important or because they
could more directly be handled by normal
channels outside of the Committee.

8. Minutes of Committee meetings are often
enigmatically brief and do not provide
an adequate base for clear action, control,
and follow-up.

9. Clear provision has not been made for
supportive staff work on issues placed

before the Committee.
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C. WHAT GENERAL ATTRIBUTES SHOULD CHARACTERIZE A TOP LEVEL
MANAGEMENT MECHANISM INTENDED TO PROVIDE SUPPORT TO THE
. DIRECTOR IN THE MANAGEMENT OF THE AGENCY?
Comment: We believe any mechanism which can
effectively support the Director in the
management of the Agency will have these
general attributes:*

1. The mechanism will be granted

major responsibilities by the Director.

2. The nature and scope of its role
will be thoughtfully and formally
defined...so that its province of
operation is clear, including its
relationship to the role of the
Director himself.

3. The operating procedures of any such
mechanism will be expressly developed
and formally defined.

4, Provision will be made for direct and

formal participation in the mechanism

by each of the Directorates and by

specified Offices of the DCI Area.

*Most of these attributes are not
present in today's Management Committee.
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5. The mechanism will be, first and

foremost, a decision-making

mechanism on specified areas within
its prescribed province: on other
areas within its province it will

be advisory to the Director. These
"decision" and "advisory" areas will
be formally defined.

6. The mechanism will have an appointed
leader or "chief", whose role and
authority is formally defined.

7. The "chief" will personally act as

decision-maker in authorized areas.

(In such areas, decision will not be
governed by majority vote.)

8. The "chief" will be superior in authority

to the other members of the body for
those matters which come before him as
"chief" for decision.

D. COULD EITHER THE MANAGEMENT COMMITTEE OR THE EXECUTIVE DIRECTOR
FORMATS BE EFFECTIVE AS THE MANAGEMENT MECHANISM TO ASSIST THE
DIRECTOR IN THE MANAGEMENT OF THE AGENCY?

Comment: We believe either format (management Committee
or Executive Director) could be effective, provided
the general characteristics listed in Section C above

are met. We believe further that any mechanism not
Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8



Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8

having the above characteristics will
prove deficient in performance. Although
either the Management Committee format or
the Executive Director format could be
structured to be effective, it does appear
that the lines of authority will be cleaner
and clearer if the "chief" of the manage-
ment mechanism is a stand~-alone officer,
not doubling also as the head of one of
the Directorates. In this regard, the
Executive Director format is preferred.
IT. CONCLUSIONS

A, We believe an improved mechanism o support the Director
in the management of the Agency is both needed and possible.
(The desired attributes of such a mechanism are presented
in Section C above.)

B. Much useful spade work on this issue has already been done
across the Agency. The current efforts by each Directorate
will help to summarize and organize such materials. Both
the facts and the foundation thinking relative to this issue
will soon be available from the various contributors.
Collectively these papers will contain the seeds of solution.

C. Thus, the Agency 1s now in position to proceed to the final
phases: (1) to conduct a comprehensive and integrated
central analysis of the problem and to propose potential

corrective actions for evaluation by management and (2) to
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prepare for the Director's approval specific and formal
implementing documents for the strengthenipg of a CIA
management mechanisﬁ to support more effectively

the Director in the management of the Agency.

III. RECOMMENDATION AND ACTION PLAN

We recommend that the Director approve the following
Action Plan in order to improve the effectiveness of the Agency-
level management mechanism within CIA,

Action Plan

A. The Director will designate a Project Officer (such
as the I.G.) to carry this management issue to comple-
tion; (i.e., to perform the required central analysis,
to coordinate his findings and recommendations, and to
prepare for the Director's approval the necessary imple-
menting documents to strengthen the Agency's top level
management mechanism) ..........by the start of Month One.

B. The Project Officer will perform a central analysis of
this issue, drawing on all of the papers submitted
esesssssesby the middle of Month One.

C. The Project Officer will ascertain the need for change,
identify the basic attributes which a more effective manage-
ment mechanism should possess, identify alternative manage—
ment structures having such attributes, and submit his findings
regarding same to the members of the present Management
Committee for their review and comment..........by the end of

Month One.
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D. The members of the present Management Committee will
submit their comments to the Project Officer
......... .by the middle of Month Two.

E. The Project Officer will review the comments received,
evaluate the alternative mechanisms under consideration,
determine the mechanism he deems most desirable, and
submit his analysis and recommendations to the Director
essssessssby the end of Month Two.

F. The Director will select and approve the management
mechanism he desires......s...by the middle of Month Three.

G. The Project Officer will prepare specific implementing
documents, coordinate same with members of the present
Committee, and submit the finalized implementing documents
to the Director for approval and implementation..........by

the end of Month Three.
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17 January 1975

MEMORANDUM FOR: Executive Officer, DDA

SUBJECT : Desiderata--Management Committee

1. The smooth and efficient functioning of the Management Committee
is in part directly related to the effectiveness of the Executive Secretary
in fulfilling his administrative responsibilities in connection thereto.
This paper addresses the role of the Executive Secretary, discusses those
of his duties that have a direct impact on the administration of the Committee,
and suggests changes that might relieve the Executive Secretary and his
assistant(s) of many clerical tasks so that more attention could be paid
to substantive matters.

2. The Executive Secretary holds one of the most responsible staff

assistant's positions in the Agency. His responsibilities outlined in
(now expired) point up two important functions: review of all

extra- and intra-Agency correspondence. He is then a correspondence
reviewer, coordinator, document distributor, work scheduler, tickler,
abstractor, recorder, indexer, file maintainer and retriever. Those tasks
he performs in direct support of the Office of the DCI are not really very
different than those he performs for the Management Committee: he reviews
items for inclusion on an agenda of the Committee; he prepares draft agenda;
he assigns control numbers for easy reference, cross indexing, and quick
retrieval of staff or position papers; he distributes related papers to
Committee members to ensure coordination of all aspects of an issue; he
records minutes of the Committee meetings in sufficient detail to provide
an accurate and historic record of not only the actions taken by the
Committee, but also a record of the views of its members; he maintains a
tickler file for the Secretary to provide a mechanism for timely follow
up of suspense items; and he retains as the office of record all Management
Committee action and related papers in a central file for easy and rapid
access by all Committee members. Under normal circumstances, one would
think the same methods and procedures used in organizing and managing the
DCI's paperwork could also be used by the Executive Secretary for the
Management Committee. However, this apparently does not seem to work.
I can only speculate as to the reasons therefor.

5. As you are aware, at the behest of Ben Evans I made a survey of
the Executive Registry in 1973 primarily to examine those functions which
might lend themselves to mechanization. I paid particular attention to
repetitive tasks and tasks that were people intensive. I also looked at
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several other functions of the Executive Secretariat and postulated that
their interrelationship with some of the Registry functions might also make
them candidates for automation. I bounced my ideas off a young analyst

in OJCS who tentatively agreed with my working hypothesis. He then set
about the task of developing a systems concept which we used to brief

Ben Evans (Tab A) who was initially quite excited about the idea. 0JCS
received the go-ahead shortly thereafter to design the system and install
the hardware (terminals) to prove the feasibility of such automation. (I
believe it was a topic of discussion at a meeting of the Management Com-
mittee.) Even though the automated system was designed to minimize the
disruption to the manual system, it was only partially implemented, i.e.,
the classical registry functions (preparation of the document control slip)
and the Director's Daily Minutes. - In retrospect, while the proposed
system was never completely implemented, enough was accomplished I believe
to prove that the system could be useful in the Executive Secretariat, in
other registries, and also in support of the Management Committee.

4. The volume and type of transactions of Committee business alone
are not sufficient to warrant serious consideration of an on-line automated
system. They perhaps could be combined though with other functions (to
beef up the volume), but for reasons of security, resources, computer
mean-time-between-failure, response time, lack of interest, or whatever,

I believe alternate solutions should be explored. For example, I thought
that once the feasibility of automating certain Secretariat functions was
proven, the next step would be to consider the economics of a stand alone -
mini computer vice an on-line system connected to OJCS maxi computers. A v
mini system would enhance security of the files, decrease response time, and
hopefully be more reliable. There is a wide range of mini computers on

the market that might be considered for this purpose. For example, the
attached article (Tab B) on a recent announcement of IBM's personal computer
system which rents for something like $800 a month (the cost of a good
Registry clerk) is something like what I had in mind. This alternative was
not explored, so I can only speculate about the applicability of a mini
computer system in this environment. However, there are some suggestions and/
or changes to the present manual methods that I can offer for consideration.

a. Minutes of the Management Committee Meetings

These minutes should be recorded in full to provide a
complete, accurate, and historic record of the proceedings.
Therefore, it is essential that stenographic notes be taken
to assist the Executive Secretary in the preparation of draft
minutes for the approval of the Secretary. The approved
minutes could then be converted to magnetic tapes and formatted
for processing on the RSM (Rapid Search Machine) for retro-
spective search and retrieval as required. This would give
the Executive Secretary (or any other member for that matter)
the capability of open text searching the minutes to scan
quickly for relevant references that may be important to
Committee members in considering new business.
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b. Committee Files

Committee files could be separated from the DCI Registry.
These subject files should be completely revamped and organized
in such a way as to make them more responsive to the retrieval
needs of the members. I would suggest that the new file arrange-
ment follow the Agency's subject-numeric scheme so as to elimi-
nate the necessity for maintaining the often overworked and
misfiled document control slips. This was to be one of the big
advantages of the automated DCI Registry system. I would further
suggest that the Executive Secretary (as the office of record for
all Committee material) be responsible (with the aid of Dave Evans
perhaps) for not only reorganizing the filing system, but dupli-
cating and distributing them to all Committee members for their
use. The Executive Secretary would maintain the master index to
Committee files and in this respect would classify all papers
circulated to Committee members accordingly for filing by their
staffs, This would I believe save considerable time on the part
of all Committee members and ensure the maintenance of more
complete records. A variation on the above would suggest that
only the Executive Secretary maintain the Committee files (acces-
sible to all members, of course) which would reduce appreciably
the amount of storage space required to house the distributed
files, and also cut down on the clerical burden of the members
in this regard.

c. The Daily Journal

While the Daily Journal which is prepared by|:| STAT
is not really a part of Committee business, I mention 1t never-
theless because if the procedure surrounding its preparation be
revised, it would then permit |__—b_|to concentrate his time STAT
and efforts on Management Committee business: organization
and maintenance of the files as indicated above, researching
staff papers to ensure that all pertinent material in the files
is made available to all members for their review prior to
meetings, drafting minutes from Ben Evans' notes, his own, and/or
other stenographic notes taken at the Committee meetings, super-
vising the conversion of the minutes to mag tape reels, maintenance
of a tickler file for suspense items either via the automated
system in the Executive Registry or using his own method, and such
other tasks as may be required from time to time to support the
Secretary and/or Executive Secretary. Since the preparation of
the Daily Journal is really mechanically just an expansion of
the abstracting function that is performed in the Registry, it
would suggest that maybe the latter might be adapted to satisfy
the needs for publishing a Daily Journal.
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5. The thrust of the above suggests that the Executive Secretariat,
supervised by Ben Evans, the Executive Secretary, two staff assistants,
and two secretaries, plus six Registry personnel are apparently too pre-
occupied with other chores to support their primary function than to give
the administration of the Management Committee its due. Short of applying
automated concepts mentioned above and outlined in the attached drawings
(Tab A), I believe the present system can be improved as I have outlined
and by a shift in responsibility or administrative support for the Committee
from the Executive Secretary to a staff assistant designated for this
specific purpose.
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THE "EVERYBODY COMPUTER'' FROM TEM

"The easiest-to-operate, smallest, and lowest-priced, general-
purpose business computer ever announced by IBM" was introduced last
week by the company's General Systems Division (P.0. Box 2068, Atlanta,

Georgia 30301). Dubbed System/32, the basic version costs $770 a month!

As compared to spending about $1,100 or so a month for the System 3,
which has found many applications in printing industry plants, a complete
System/32--with even more capabilities--can be rented for about $800
monthly. IBM anticipates that its newcomer will eventually succeed System

3 as '"the world's most widely used computer."

Briefly described, the System/32 is a desk-sized unit that includes
a central processor, a basic memory of 16K to 32K characters, an operator
keyboard (complete with visual display screen), and a hard-copy printer
which operates at up to 155 lines a minute. Significantly, the system's

storage capability can be considerably expanded.

Emphasizing the matter of ease-of-operation, IBM indicates that it
will provide (for $163) a ''self-study' course enabling a customer's
"clerk or secretary' to learn to operate the System/32 in three days!

IBM also plans to make available, at extra cost, "industry application

programs' that it claims will eliminate the need for an in-house programmer.
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. Publishing

Demand Printing: A Revolution in

by Alfred L. Fenaughty

Alfred L. Fenaughty has been
chief execuntive of Information
International, Inc. since 1965.
He was previously with Computer
Control Company where he was

- vice president and general man-
A ager, Western Division, respon-
BoSERS sible forall phases of operations,
including direct technical and administrative manage-
ment of 3C’s new product development and market
introduction.
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The emergence ofdemam" printing may revolutionize
the publ:sbmg industry. New techrology bas already .
pushed publications in totally new directions. Today,

information can be stored on a computer and called i

out, in printed form or on film, on demand. At the

_ same time, new computer-based technigues will .

- shorten the compasition and plate-production segment .

.- of the printing process. Then it will he economically
- feasible to custom-tailor newspapers, magazines, books
and reference data far vmall specm!zzed groups of -
readers. . ; . ST

The potential for a truly revolutionary change

in the publishing of books and magazines cxists -

today. The potential resides in a combination of
computer-based systems and some new printing
techniques that, in most cases, are commercially
available and in general use.

The overall concept that will introduce this
revolution we call demand printing — the capability
to provide a reader a highly selective publication at
the time when he wants the information. This con-
trasts with current publishing methods where, for
example, national news magazines like Time and

Newsweek provide Ruplesrle EBIRENEEE 2664165110 fEIK 1P 806330 060 TR 28 e ~valable

Information International, Inc.

with the same collection of editorial matter and
advertising. Very few of these readers are likely to
be interested in more than a fraction of the material
presented.

The publishing of reference texts is done in much
the same way as a news weckly. Enormous volumes
of professional reference materials are printed and
made available to libraries, universities and indivi-
duals. They sit on shelves ‘where they are used in-
frequently and only in part, if at all.

The concept of demand printing incorporates
two elements that arc indeed revolutionary. First,
economies of scale are eliminated altogether, The
technology will provide a situation, for example,
where the cost of printing thousands or hundreds-
of-thousands of magazine copies that differ from
one another will be no greater than the present cost
of publishing the same number of copies that are
identical,

Second, subscribers, or book buyers, will have a
new interactive relatlonsh1p with publishers. Pub-
lishers will constantly sample the desires of readers
and respond in a considerably more personal and
direct way than is now the case.

Demand printing technology can be implemented
on a number of levels. The most expansive system
within the realm of feasibility envisions placing the
entire contents of the Library of Congress in com-
puter storage and linking it over data ‘hetworks to
any number of outlets, including municipal libraries
and book stores, where the publications could be
printed on the- spot in response to an individual
request. On the other end of the spectrum are
highly specialized professional refcrence scrvices, of
atype already implemented for scveral ?pphcmons

The computer storage capability to handle masses
of information, cven as great as the Library of
Congress, is alrcady feasible. Many ordinary types
of disc storage that provide quick random access
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to handle any number of lesser tasks. For gisantic
information storaﬁﬁl&ﬁﬂ%&"tﬁﬁﬁ%ﬁ§% 3’%10 :
rems may be required, but they are available.

An cxample is the recent introduction of the

w7 BM 3850 Mass Storage System. This unit employs
a series of tape cartridges that can hold 50 million
characters cach. (Figure 1.) It has been estimated
that such a system can provide fairly quick access to
500 billion characters of data — equivalent to a very
Iarge portion of the Library of Congress.
There are also computers available that can
-~ manage such enormous memory stores efficiently.
An example is the data computer project of the
Computer Corporation of America in Cambridge,
Mass. Such systems can locate, retrieve and trans-
mit selected portions of stored memory in response
to thousands of requests from worldwide data net-
works. The data networks themselves exist in many
of the time-sharing services operating throughout
the country, and in such worldwide computer com-
munication systems as the ARPA network of the
Department of Defense and the commercial Telenet
system.

The_first step in implementing printing on de-
‘mand, of course, is to record printed source infor-
mation in computer-readable form. This capability
exists in the Information International, Inc.
GRAFIX I system that reads anything the human
eye can see. (Figure 2.) :

~w “(sing the GRAFIX I system, material to be con-
verted is. first filmed by a planetary camera, then
35mm film is read by a film scanning unit. The
film scanner includes a high precision CRT, photo
multipliers and analog-to-digital converters. Scanned
information is stored in a core’ memory unit for

B e =

Figure 1. Vast amounts of information con be stored on data cart-
‘dges housed in the honsycomb storags compartments of the new
BM 3851 mass storage facility, part of the 1BM 3850 mass storage
system. The device contains a control unit that allows it to locatea
nzeded cartridgs and transfer it to a rocording device where tha in-
formation can be sant to_magnetic di
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further processing by a binary image processor

(BIRDP79:00632A000100010001-8

‘The BIP is a stored-program, image processing
computer designed to achieve the highest cfficienc;
in processing black and white image data. The Bip
processes the scanned images stored in core memory
using cither masking or feature extraction tech-
niques, or a cornbination of both. Masking is 2 com-
parison of characters to be recognized with masks
in the central recognition logic of the BIP. Recog-
nition of printed material relies primarily on masking
techniques, enhanced by various probability algor-
ithms. Feature extraction involves determining
properties -such as the presence of ascenders and
descenders, character width, or total character size,
(Figures 4 and 5.)

The GRAFIX I system has already been used to
convert 25 years of Canadian court records in an
indexed system at the University of Montreal. The
Montreal system enables subscribers to query. this

huge store of legal information using key words to

retricve any one or any number of cases bearing on
a subject of interest. .

The ability to read printed matter and store itin)

a computer is not limited to text. Information
International recently introduced a technique that
permits photographs to be reduced to computerized
form, enhanced, transmitted, stored on magnetic
tape and reproduced directly in half-tone form on

paper or film. The method eliminates altogether a
conventional half-tone screening, photographic
copying and paste-up. :

The final link in the demand printing chain is to
provide direct printing methods that can operate
from digital data to create fully composed pages.
Here again, existing computer composition and
phototypesetting machines exist to print stored data
quickly. The systems, as they exist now, can pro-
vide graphic arts quality output.

At this point, the technology has not achieved
the sophisticated levels of page composition that
would be required to match the layout quality of
the most refined magazines. This limitation is a
problem of software development, however, and is
not an inherent limitation of the equipment. The
difficulty is in programming for the computer all
the decisions that an art director makes in laying
out magazine pages.

While it is not likely that a computer composing
system will match the highest levels of creativity in
this regard, programming can be created to match a
level desirable for a newspaper, news magazine, an
average text book, novel or reference volume. '

The hardcopy output of such a system is probably
the major problem area at this time. It is no prob-
lem where microfilm is acceptable as the final out-

t. Microfilm materials a latively 1 t and
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Figure 2. GRAFIX | systom handies evsry phase of an information "recyctmg requiremeant for demand printing: automatic scanning
and nicrofilming of printed, typed and handwritten material; conversion to computer format; computerized revisions, delstions and

insertions; and repubhcatron of the revised documents.

easy to handle and store, As discussed later, how-
ever, microfilm is not likely to be widely accepted
for use by the ordinary reader. This means the
'system is still likely to rely on paper, and paper
is getting more expensive and in shorter supply.

File Conversion
with GRAFD I

No immediate relief from these conditions is at hand
because most of the substitutes explored to date use
petrochemicals which, these days, are certainly no
improvement over wood pulp as far as cost and sup
ply are concerned.
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Figure 4. SCANNING. Documents on fitm are read with the GHAFIX 1 CRT scanner. The scannar is basicuily a bigh procision densitenn-
eter which mazasures the amount of light passad through the film ot each point it scans, It is capatrie of resolving an 8-1/2 » 11 inch ESE]

into inore than 18 million distine? points — approximately 10 tin:g

the resolution of a high quality offset magazing iustration. Usn.f.r

software control, each lina or field is identifiod and “intelligently” seanned. Line by line data is then transforred to the main processing
fogic.

~

&
<
i

Figure 5, AFIX | systam scans text
chasacter-by-charactar at high spead, Two computer programs are
wsad 1o recognize characters {a fast, simplistic program and o stower,
highly sophisticated one}. tf identification by tha computer pro-
grams fails, the character is displayed in context at an gyﬁrg}nr tor-
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Perhaps the most dramatic prospect for demand
printing in the near future is what could he achiev:d
in the publication of national news magazines, An
experimental system with a very high level of scloc-
tivity and reader interaction could be operating
within five years and a fully implemented SySTom
in no more than seven or cight years aftec the st 1
of the project. With such a system, it would he
possible to print four-color magazine quality under
computer control at the same cost as curien:
methods for printing a limited number of cditions,
Under this system, the reader could exXpress various
interests related to both editorial and advertising
using something like the bingo card response format
common to a number of trade muagazines and cata-
logues.

The reader would then receive an issuc of the
magazine including cditorial contenr thae covers
Just his areas of interest. Many parts of the magi-
zinc could be highly individualized, ad.! ressing thern-
sclves to local problemis and situations.

A computer could sclect from a very larpe sture
of editorial data and advertising, compose pages i
print directly in page sequence. Such a CompuLer-
based system, doing away with the cconomics of
scale that necessitate laroe runs oéidcmical editiomsg,

*RDE(?%TQS%E@AQ?)Q?Q@&Q\QLO&T xctly for each sub-
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specify an interest in buying a certain type of auto-
mobile. Hisnextissue of the magazine, then, would
incorporate ads for autos that interest him.

The result would be enormous personalization
and efficlency in the presentation made to the
reader. - He would gert very little editorial copy, or
even advertising, that he would reject or skim over.

As a matter of fact, a typical national magazine
such ag Time or Newsweek already prepares a good
deal more editorial than is ever printed. Stories
filled by reporters and bureau chiefs around the
world are each week, or each inonth, reviewed and
edited severely. Great masses of information, pain-
stakingly collected, never see puint.

A communication network, linking reporters to
the editorial staff, and the editorial staff to the
individual readers would mean that many more
‘stories filed in the field would reach an interested
audience. In fact, the composition of the stories
themselves would, very likely, be an interactive
‘process. Specialized editors who need not be in a

- centralized office could call up copy from various

bureaus and individual reporters on a computer dis-

“play for editing. The editor could ask for new or
_different information on the spot over the data

network. In this way, the editor interacts with thé
reporter to develop the story almost on-line. When
the story was completed and edited, it could be
instantly transmiitted from the editor’s data ter-
minal to the central computer. From there, in turn,
it could be extracted, printed and sent to the inter-
ested readership. ‘

Under such a system, of course, it is possible for
the subscriber to getas much or as little as he-wants.
This means that the subscription rates would prob-
ably not be fixed, but would be computed on a per-
page rate — either agreed ypon ahead of time and
billed accordingly, or supplied in an open-ended
manner and billed at regular intervals.

The cost of data transmission can be considerably
less than the cost of mailing. Thus, a major con-
cern for publishers is likely to be resolved. Com-
puter printing commands can be transmitted from
a central editorial location to local presses around
the country or even around the world. This means
that the individualized news magazine would be
printed near the reader’s home and require only

Jocal delivery.

Publishers concerned with retaining ad revenues
against the competition from television will receive
a tremendous boost. It is alrcady true that maga-
zines provide much better and much more detailed
demographic information for use by advertisers
than other media. - With printing on demand, ad-

cmsbﬁré.lsaqgm b*‘?ooqﬁb"p&ﬂ%g in a national
magazine would no longer be imited to broad con-
sumer and institutional accounts. There is no

special problem associated with placing highly

sclective, geographically localized advertising be- ~w®

cause ads for each issue would be selected and
printed directly for-the individual subscriber,

The nature of advertising would change even
further. While, no doubst, there would continue to
be a place for random advertising — for example, to
create a demand where none can be identified or to
create a broad base of brand recognition — a good
portion of magazine advertising would be aimed at
an audience already interested in the product. This

- means that ads would go beyond graphics and strik-

ing headlines and take a form somewhat like a
detailed brochure, with specifications and selling
points laid out for careful comparison with com-
petitive products. :

A system of the type just described for a national
mag=zine could easily be implemented on a modest
sized computer such as an IBM 370/155, with stan-
dard disc storage units for random access retrieval.
Any number of inexpensive data terminals are avail-
able for composing information on a CRT display
and transmitting it to another terminal or to a
central computer. These systems are as casy, or
easier, to use than a standard typewriter or teletype:
Likewise, computer composition systems exist, such

as the Information International VideoComp 800, W

that can combine the text information stored in a
computer with printing commands incorporating
headline information, type styles, leading and
general layout; the system then combines text with
digitized graphics or half-tones to create a fully
composed electronic page.

In essence, the VideoComp 800 is a computer-
based system that accepts magnetic tape input
representing text, tables and illustrations. Under
control of an internal processor, the VideoComp
compiles this information into clectronic pages
which are then displayed on a cathode ray tube, A
camera system linked to the CRT records the infor-
mation on a selected photosensitive material. The
output can be either paper or microfilm.

All of this is available in hardware. Computer
programs will have to be written for the various

- decision rules needed to combine reader preference
information with a selection of pages that will make
up the individualized copies of the magazine.

It is not too difficult to imagine how these tech-
niques can be transferred on a smaller scale to a
metropolitan newspaper to provide the same kind
of highly individualized cditions.

The highest level of implementation introduced e

earlier was the possibility of making the entire

vertisers would R e e 3 RS SD 206316%/16 - ClADRBI78 08926001060 000118 ook readers
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. through local libApierobed IF oroRelease 12003108/40
In concept, this application is even simpler than the
individualized magazine. This is true because the
sclection and composition of eachpublication would
be fixed at the start. Books in the Library of
Congress would be stored in computerreadable
form the way they were printed. They would
reside there as composed electronic pages, ready to
be transmitred without further manipulation,
: The largest task, obviously, is recording all the
- publications held in the Library of Congress — or a
predetermined selection — into computer-readable
torm. The task differs only in scope from the
University of Montreal example mentioned earlier.
A faster version of the Information International
GRAFIX 1 system is already in development and,
in fact, could be built today if a government con-
ract were forthcoming. Projects already undertaken
indicate that alibrary the size of the current Library
of Congress could be converred to a computer data
basc in a period of three to four years using about
10 svstems like GRAFIX II — as the new system is
designated. The 10 systems would also be adequate

How o destroy
_ . merodilim
Tithoult unwwingding it

icrofiim on reels, microfiche, unburst computer printouts,
ocund manuals, crumpled paper, blueprints — you can
desircy them all right in your records department
with a Security Disintegrator. You just throw them in
and they're reduced to miniature confetti in seconds
girninating the fire hazard and massive disposal problem
createc by shredders that will only destroy a few sheets
of paper at a time. For your free Security catalog

write or call —
Sy oy
2 =1

ity 3
S SDeATO

ey angineered maghimesy

5 Walkup Drive, Westboro, Massachusetts 01581
Telephone (617) 366-1488
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: ClA:RDP79-00632A0003000400Q1-8 ven though the -
Library of Congress is growing at something like an  *
exponential rate.

Linking the Library of Congress data base to a
series of local librarics and bookstores through a
data nctwork can be implemented in a number of
ways using current technology. There is, of course,
much te be considered in regard to copyright laws,
publishers royalties and the interaction between
such a government system and commercial outlets.
None of these complications scem unresolvable,
Since any computer-based system is likely to be
particularly good at accounting, it could be a signi-
ficant advantage to book retailers and publishers.

Publishers, for example, would no longer have to
deal with decisions about printing runs — sometimes
coming up short, and other times with considerable
excess. Either case results in great cxpense to the
publisher. : :

As for libraries and retail outlets, many storage
and inventory problems would be overcome be-
cause books would only be produced for readers
who carry them away. Considering advantages to
libraries in reduced accounting, billing, purchasing
and storage problems for volumes aon hand, there is
every reason to believe that the local library could
provide members a book to keep at no more than
the current cost to lend the book.

As mentioned earlier, microfilm would be a lower
cost and more convenient medium to use, and it is
likely that microfilm will be a necessary inter-
mediate step for most any demand printing systen,
Nevertheless, for use by a broad readership, a con-
ventional magazine or book is the only thing Jikely
to be acceprable for some time.

Experimentation, even among selected profes-
sional audiences, indicates that a microfilin reader
or computer display tcrminal is not adequate for
the sort of comfortable and familiar perusing of
books, magazines and documents that people are
used to. :

It is certainly true that microfilm readers can be
improved considerably over their current quality.
A major step forward would be to create a low-cost
commercially available reader that presents a posi-
tive, rather than a negative image. In fact, it is
within the state-of-the-art to create a microfilm
rcader with a page quality equivalent to a first-class
printed page. It1s our judgment that this is a neces-
saty first stcp for any broad scale acceptance of
microfilm as a publishing medium.

Microfilm will not, however, replace the book for
some time except for selected uses. The familiarity
and convenicnce of holding a book in one’s lap for
study, revicw or entertainment cannot be matched

by any microfilm reader in existence or currently
: ﬁﬁ@bg\@&qggg@ooof ooo’fﬁbéﬁfﬁf qg;);
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CIA MANAGEMENT COMMITTEE

1. NAME OF THE COMMITTEE

The CIA Management Committee, originally established by Head-

STAT quarters Notice dated 14 February 1973, is reconstituted

effective . The Committee will meet

periodically as called by the Chairman or the Secretary.
Effective the same date, the Office of the Executive Director-
Comptroller previously suspended, is hereby officially abolished.
2, MISSION
The mission of the CIA Management Committee, under the general
R guidance of the Chairman and the Secretary, is to advise and
assist the Director in the discharge of his duties as Head of
the Central Intelligence Agency. This will include the review
of matters dealing with Agency policies, goals, strategies, and
performance, with particular emphasis on the long-range evalua-
tion of the Agency and its capabilities.
3. FUNCTIONS
The functions of the Management Committee will include but not
be limited to the following:
a. Provide general policy guidance on all programs

which have a significant impact upon the Agency,

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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whether from an administrative, technologi-
cal, analytical or operational standpoint.

b. Provide advice to the Director on programs
where there is a significant financial impact
on the organization.

C. Recommend to the Director and coordinate imple-
mentation of policies and directives with respect
to resource matters.

d. Evaluate intelligence production and collection
programs, and recommend organizational changes
which promote a proper balance of efficiency
and security.

e. Foster long term planning in all aspects of the
Agency's activities, particularly in the area of
research and development.

f. Focus on important persomnel policies of the
Agency, including career planning, rotational
assignments, key appointments, and equal employ-
ment opportunity.

g. Review at least on an annual basis all major
aspects of the Agency's training program, including

language training and executive development.

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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h. Provide ad hoc counsel on problems affecting
the organization relative to morale, communica-
tions, image, cover, security, public relations,
and liaison.

i. Serve as a coordination body and review board
concerning programs and activities, as deemed
appropriate by the Director.

MEMBERSHIP

The CIA Management Committee consists of the Director and
Deputy Director of Central Intelligence; the Deputy Directors
for Intelligence, Science and Technology, Operations, and
Administration; the General Counsel; the Inspector General;
and the Comptroller. If members are unable to attend scheduled
meetings, their Deputies may substitute for them. Members or
their Deputies participate as individuals in all Committee
deliberations, not merely as representatives of their own
offices.

AUTHORITIES

The CIA Management Committee is essentially an advisory body
to the Director, and as such has no independent authorities
not specifically delegated to it by the Director.

In the absence of the Director and the Deputy Director,

the Secretary of the Management Committee acts for the

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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the Director in exercising his directive and approval
authority. In carrying out Committee decisions reached
at meetings not attended by the Director, the members
will exercise the authorities available to them by virtue
of their organizational positions and related delegations
of authority.

RESPONSIBILITIES

The Director will be the Chairman of the Committee; in

his absence the Deputy Director of Central Intelligence
will preside. If both the Director and the Deputy Director
are absent from a meeting, the Secretary will serve as
Chairman.

The Secretary, assisted by the Executive Secretary, is
responsible for the agenda and developing and distributing
to the members, appropriate preparatory material. The
Executive Secretary will ensure that all staff work is
complete, accurate, and timely.

The Executive Secretary is responsible for the preparation
of minutes of Management Committee meetings. Such minutes
constitute the official record of the meetings and specify
the officer(s) responsible for ensuring timely execution

of decisions reached.
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7. PROCEDURES
a. Meetings

The Management Committee will generally meet

on Monday of each week immediately following the

Director's staff meeting. The Secretary will

notify the members promptly in advance of any

change in schedule, and may at his discretion
call special meetings.
b. Agenda

(1) Items for the agenda will be submitted
to the Secretary in sufficient detail
to permit his determination of the
appropriateness of the item and with
sufficient lead time to permit circula-
tion to the members at least five working
days prior to the meeting in which the
item is scheduled.

(2) When the Secretary determines that an
item will be placed on the agenda, a
Management Committee control number
(MCA #) will be assigned to the item.

This number will henceforth be associated

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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with all subsequent papers on the subject,
memoranda of records, discussions, actions,
etc. resulting from Management Committee
deliberations thereto.

(3) In view of the consultative/advisory role
of the Management Committee, some items
placed on the agenda may expressly inform,
review or otherwise elucidate members on
Agency policies, programs, and procedures.
In this respect, since no action is
presumed, an MCA number will not be
assigned the item. If, however, a
discussion and/or subsequent events
lead to submission of an item on a
later agenda, an MCA number will then
be assigned with appropriate reference
being made to the minutes of the Committee
meeting at which the earlier information
item appeared.

(4) The format for the preparation of staff
papers relating to agenda items will
follow the guidelines outlined in

Annex A to this document.
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c. Minutes

(1) The memoranda of record of all Committee
meetings prepared by the Secretary will
be the historical record of the delibera-
tions of this body and as such will contain
a full account of the proceedings. Signifi-
cant remarks, comments, reservations, etc.
of any member pertinent to the discussion
of the item under consideration will be
recorded in as much detail so as to present
a clear understanding of the rationale of
the body in reaching a decision or in
documenting a member's comments on an
advisory issue.

(2) All minutes will reflect specific actions
agreed to by the Committee and in each
instance the action component will be
indicated.

(3) Suspense dates for completion of assigned
actions, issuing implementing instructions,
etc., will be recorded in the official

minutes.
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The Secretary will insure that follow-up

action is taken to insure timely compli-

ance.
(4) The Executive Secretary will provide staff
assistance to the Secretary as outlined in
Anmnex B.
d. Follow-Up

The Executive Secretary will continually review

memoranda of records of Committee meetings to

keep the Secretary informed of any required

follow-up action.

e. File Maintenance

(1)

The Executive Secretary will establish and
maintain the official records of the Manage-
ment Committee to include staff papers sub-
mitted as backup to agenda items, minutes
of the Committee meetings, communications
from the Secretary on follow-up matters,
etc. The importance of indexing the minutes
of the Committee meetings is underscored.
Cross referencing MCA numbers to appropriate
documents is essential to providing members
capability of fully researching any item

or subject brought to the attention of the

Management Committee.
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(2) The maintenance of complete and thoroughly
indexed files of the Management Committee
by the Executive Secretary will preclude
the duplication of subject files by individual

members and their staffs.
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ANNEX A (SAMPLE FORMAT FOR STAFF PAPERS)

MEMORANDUM FOR: Secretary, CIA Management Committee

VIA : (Deputy Director of Central Intelligence,
Executive Secretary, CIA Management
Committee, or both)

FROM : (Title - As Appropriate)

SUBJECT :  (As Appropriate)

1. Action Requested: Summarize in a few sentences what it is

you wish the addressee to do, i.e., approve a continuing contract, re-

tirement extension, marriage to an alien, etc.

2. Basic Data or Background: Summarize the essential elements

of information pertaining to the action.

3. Staff Position: Indicate the approval or position of the

Office or Division in your chain of command. Leave-a—few—linesfor-entry
oﬁ;seninr_sta££~eemmeﬁ%7ﬂiwerr4%}%r4Xih~ﬂ%h’1kmmnxniier7~BfBG{#lC,_etc.,

4. Recommendation: (Self-explanatory).

(Name)

Deputy Director for (Directorate)

APPROVED

(Date)
DISAPPROVED:

Distribution:
Original - Adse (Return to Action Office)
11 - Management Committee Members

2 - DD
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ANNEX B (DUTIES OF THE EXECUTIVE SECRETARY)

The Executive Secretary whose position was established

under HN (24 July 1973 to expire 1 August 1974) is
revalidated effective , _____ with publication
of HN , HR _» this Annex.

In addition to fulfilling the duties and responsibilities

of the supervisor of the Executive Secretariat, the Executive

Secretary will be the principal staff assistant to the

Secretary of the Management Committeq. In this capacity, he
will provide administrative assistance to the Secretary of the
Committee, specifically to include:

1) Preparation of draft agendas for Committee meetings.

2) Upon approval of the Secretary, distribution of
agendas to members.

3) Review of staff papers relating to agenda items to
insure their conformity with approved format; completeness,
and timely distribution to all members prior to Committee
meetings.

4) Taking minutes of all Committee meetings to reflect
fully and accurately deliberations of ihis body.

5) Maintaining a central file of Committee records for

use by all members.
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6) Properly indexing all documents tc insure their
prompt retrieval. |

7) Assuring adequate safeguards for protection of
~sensitive files and/oTr compartmented materials.

8) Advising the Secretary of any pending actions,
overdue suspense items, and any other matter that will
facilitate the efficiency and effeétiveness of the Manage-
ment Committee. | |

9) Revising administrative procedures surrounding
Committee business that will contribute to the overall

smooth functioning of the Committee.:
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MEMORANDUM FOR: Deputy Director for Administration
Deputy Director for Intelligence
Deputy Director for Operations
Deputy Director for Science and Technology
Inspector General

SUBJECT: Agenda for Winter Conference

1. Attached is a proposed agenda, for the Winter Conference, based
on the items suggested by those who were solicited and on items from the
letters of fiscal guidance sent to the Directorates in July. Also attached is
a more or less verbatim list of all the issues suggested. Those which have
not found their way onto the conference agenda may be good candidates for
treatment at future Management Committiee meetings.

2. We have organized the agenda into four basic categories reflecting:
a) your expressed concerns with the functioning of the Management
‘Committee and the dual role of the DCI; b) my concern with immediate
resource problems and with the need to look at both our expenditures and
our substantive programs in terms of the Agency's long-range environ-
ment; ¢) your concerns about personnel management; and d) organizational
issues.

3. To foster results, we have provided for verhal presentations and/
or papers on each topic, although the discussions they engender should be
the primary focus of the meetings. Also included are our suggestions on
which participants should make the presentations; however, all participants
should feel free to make presentations on any of the items. We think a
running record should be made of decisions reached or delayed pending
further actions. The last half-day of the conference could be used as a
wrap-up, to summarize agreements reached and to emphasize the post-
conference follow-up required.

N pasg\r
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4, I suggest that the conference participants remain after the

completion. of regular business at the next Management Committee -
meeting to discuss the agenda and to make any necessary adjustments -
preparatory to forwarding it to the Director.
STAT
JOHN D. IAMS
Comptroller
Attachments: As stated
cc: DDCI
Exec. Secy.
-
2
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Proposed Agenda for the Winter Conference

I. THE OPERATING ENVIRONMENT » 1975-1980
1. Financial

Verbal presentation by the Comptroller on the fiscal outlook,
including projections of likely levelg. of appropriations for the next 4
five years and discussion of pressing near-term problems. A
paper will be circulateci in adxfa.nce .

. Verbal report by DDA on results of studies of anti-inflation
measures and on progress in instituting cost reduction measures in
Agency operations, with emphasis on continuing problems and on
proposals for improvement that require senior m'anagement decision
and imple‘mentation .

Verbal reports by DDA and DDI on existing and proposed systems
for allocating costs , highlighting the expenses involved in instituting
these systems énd the actual experiences we have had in applying
them.

Resulis desired:

-— Agreement on fiscal ranges within which DDs will
submit x;espénses to the Program Call for FY 1977.
-~Decisions on issues raised by anti-inflation studies .

“and inves’ciga‘cions of systems for allocating costs.

4
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i 2. Substantive

Presentation by each Deputy Director on the changes he fores_ees
in the‘ world (including the US) in the next five to ten years and the
implications of those changes for the programs and structure of his
directorate and the Agency as a whole.

A similar presentation by the DCI.

Results desired: Development of a framework within

which to make Agency decisions about the future.
1. AGENCY MANAGEMENT
Two talking papers will be cir‘culated in advance:
—-A discussion of Agency problems stemming from the dual
role of the DCI, prepared by the IG.
--A discussion of the roles » missions and activities of the

Management Committee, prepared by the Comptroller.

Results desired: Decisions by the DCI and his Deputies
on ways to improve the management machinery.
III. AGENCY ORGANIZATION

1. Post-Audit of Past Actions

A paper, prepared by the Comptroller, on the reorganizations
of the last two years--intentions, results, problems encountered,

costs—--will be circulated in advance.

L A

i H P
R R L duil
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2. Pending Issues

Reports will be completed andlcirculated prior to the conference on:
--A single SIGINT support organization (DDO/DDS&T)
~-Technical support to agents (DDO/DDSsT)
Verbal presentations by the DDO-and DDI on the preliminary results
of their investigations of consolidation and reorganization Within their STAT

Directorates.

Results desired: Settlement of pending issues and surfacing |
of néw ones.
IV. PERSONNEL MANAGEMENT
A preliminary version of a DDA report on the costs and effectiveness
of all personnel and career managemeht practices throughout the Agency
will be distributed in advance of the meeting.
Verbal presentation by the IG on employee motivation and rﬁorale
throughout the Agency.

Results desired: The first steps toward development of

Agency-wide personnel management procedures which take
into account areas of genuine commonality , yet allow for the

unique requirements of the Directorates .

Approved For Release 2003/03/10 : C_IA-_R[::)P79700632AQ;00‘1~09010001-8
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Summary of Suggestions Received

Financial Environment

Costing methodologies for most services will soon be fully developed.
Management decision, taking into account overall cost-effectiveness » on

instituting charge-back procedures is needed.

will be clarified soon, and

senior management should be apprised of the facts and of recommendations
of workring.gféups .

With all programs uﬁder great financial pressure, thought should be
given to reestablishing the. R&D Council, at leaston a triél basis,

There should be a discussion of inter-Directorate relationships in

~ light of the pressures stemming from competition for resources.

Consideration should be given to establishing a meéhanism, such as the
ADD group, to deal with personnel and budget cutsl in an orderly and
equitable manner.

Data processing costs and personnel éosts are increasing rapidly;
policy guideliries are needed.

Substantive Environment

What is the role of the Agency in economie, resource and technology
intelligence in light of their growing importance to national secﬁrity and
Congressional antipathy to Agency involvement,

What is the impact of new legislation on privacy and freedom of

information.

Approved For Release 2003/03110:: CIARDPZ3-00637A004100010001-8
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Management - General

The morning meeting is an inadequate forum for managing the Agency.

Many issues require neither Management Committee nor DCI attention ,
yet there is no real alternative to going to one, the other or both.

Emphasis on relative independence of Deputy Directors leads to lack
of coﬁesiveness aﬁd direction in Agency management.

Role of the DCI

The DCI is trying to handle everything, a backbreaking job. He is
often bothered with minor matters, because there is no real alternative.
Major matters often are handled at lower levels. sometimes in conﬂictihg
wéys » because of reluctance to impose on his time. Issues reach him
before they have been thoroughly studied; he has little opportunity for
seeking advice from all components before making decisions. Hence
his instructions are often vague, and lack of follow-through leads to
confusion, waste and non-fulfiliment.

When DCI presides at inter-Agency. meetings, there is no vigorous ,
advocate for CIA's legitimate institutional interest and concerns.

There is still apparently no good mechanism for establishing
coordinated Agency positions on various matters.

Management Committee

Its charter is unclear. Much of its energy is spent on rather trivial
matters. Meetinvgs are difficult to schedule and some topics have been
on the agenda for months. DDS&T lacks equal representation, because
the Secretary leans over backward to be fair.

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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Organization

There should be a post-audit of the various organizational changes of
the past two years to determine whether they accomplished the anticipated
objectives.

Personnel

Agency has committed itself heavily to a numbér- of personnel programs,
such as PASG, PDP, APP, and EEQO. Consider their total éosts to the Agenéy.

The Anmial Personnel Plan gets little serious attention or real use; |
many believe it é. great Waste of time.

Determination. of the attitudes of personnel toward the new mahagement
and budgeting systems.

Rotation of senior personnel remains diff_icult- and u_nplannéd.

A bétter mechanism is needed for developing properly trained senior
managers. | |

Middle management levels lack commitment to stated DCI goals in
EEOQ. Black program is a failure; meeting Civil Service goals will require
l.owering our étandards . Program for advancement of women has been
unproductive.

Other

What KIQs are and what they are supposed to achieve.

Identification of elements moving out of Headquarters building.

Advisability of constructing a new building to accommodate all

employees in Langley.
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3DJA 74-4310

RN ROR: mmihr
SURJECT : Winter Canference

1. Reference is mads to your recuat request foramlmim:rmﬁng
of app ﬁneitmmhmmwatﬁaﬁkmrmw

15-17 February 1973.

Z; This is to sdvise that the ﬁanaaw,ina issues are felt to be of signi-
ficant importance to Ageucy sanagmsmt, and would warrant a full exchange of
views by all participsats:

&y

Agency Msnag :
%bmwlﬁs,wmmwmmm
it appears that some reastmadls self-axsminstion would be in ordor
to dotermine how well the mansgesemt wachimery is operating, and to
solicic ﬁmmmmmﬁtbﬁ Isproved.

b. Costing Methedologies

in accordance with established HBO iwﬁm, the Offices in
this Dirvectorate are daeply Involved in ﬁs methodolozies
for the services that ars provided. OXS Ly 1o cost out

memm,aﬂmmmmﬂnmmm
programs by the end of this calendar year. Considering overall cost

effectiveness for the Agency, 2 ammgoment decision should be
on whether to innitumamm;;mm for various categories af
sgport.

c. QJCS Expansion

smms,mmmfwmmmmm the
muber of people iavolved ia data processing has sbout doubled; and
there is a definite trend toward ceetralizstion in the field,
There is an information processing explosion, and this & sesn to
be an excellent timm&wmm;’mmm, and possibly develop
reasonable Agency policy guldeiines,

d. Personnel/Budget Cuts

Present indications sre that persconel amd finsncial resaurces
will be tight for some tize, and contimwed cuts might ressonably be
expected. It is suggested that some comsideration might be glven to
ntsblmmgumc!mm such as ths AUD group, im ordeT to stteck

pproved’ﬁofﬁeﬁﬁ?’%o%ﬁ%ﬁ&kﬁom&nmoo100010001 8
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¢. Persormel Development (osts

Since the sulwmission of the report of the Persommel Approaches
Study Group in Hovember 1873, the Ageacy has camitted itself heavily
te a mmber of persosnel oriented programs, such as PASG, PDP, AP,
snd EED., It would seem prudeat at this time to take a hard loek at
the total costs to the Agency for these personnal mmazement progrens.

£. New Agency Building

m&gﬁm are complox. m“&éi‘“’ 'mﬁﬁm
L) He Tters complex. t present ioms ,
thare are otwiously ausercus aduinistrstive difficulties with the present
arrsngement, having units scattered sbout the Washington metropelitan aves,
It is not too early to focus on the lomng-ramge situation, and develop some
relininary thinking on the advissbility of constructing & new Agency

to accommodatz sll employsas In Langley.

g Frivacy aed Freadon of Infornstion

We have not yet felt the full iapact of new legislation relating
to privacy and “freedom of informstion.™ Although we are in s fluid
situation, with possible chenges betwesn now snd February 1975, it is
believed that there should be a comprehensive briefing on this issue o
that senlor Agency managenent has & full appreciation and unferstending
of the overall costs and other effects.

k. Finsncial Belatioms with the State Department

¥orking groups are giviag lacressed attention to our fimsncial
ionships with the Departwent of State in teyss of slots, cverseas
support, and costing procedures, ¥e will have a clesrer pictuxe of the
situation in the next few months, snd it would be worthwhile te bring to
the atteation of ssnior menagesent the results of these studles, and the

i. Fessarch amd Develogment Cowmcil

In provicus ysars, the Ageacy had a Research and Development
m,ﬁmwmﬁmmmmmm
Directorstes. The machinery agpeared to heve worked quite well, pro-
viding close coordination at the Associste Deputy Director lewel. At
& time of shrinklag vesources whes s1l1 progyams are being closely
scrutinized, it is felt that some ; might be given to reestablishing
the RED Coumeil, certainly on a trial basis,

z
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3. Quite cbvicusly, mmgfmsmmm' jethey
;i Mu basis, &s a ymhnm:"mﬁ: piece” four months in aémagf
he scheduled conference. The 2 issues seem to warrant attsation at this
m,mmmmﬁmm-mhﬂﬁwww.

John F, Blake
Deputy Director
for
Administration
EC-DD/A kmg (1 Nev 74)
Distril on;:
Orig - Adse
%‘gﬁﬁmm
- A Subject wind {DD/A 74- -4
1. ject w/background (DD/A 74-4238, -4286)

DO/A 74-4238: Meao dtd 24 Oct 74 to ID/A fr subj: W -
DD/A 74-4286: Memo dtd 30 Oct 74 to DD/A fr n/Pemf»;, sugj: %ﬂmm exment
(‘m&fem

i
5
o
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Plans and Programs

1. FINANCIAL APPROVALS SYSTEM
a. GENERAL

(1) The preparation of plans and programs within the Agency .is
inseparable from the formulation of the budget. The bu‘dget is
in fact a translation of plans and programs iﬁ terms of man-
power,' materiel, and money. As such it is .a. central artery

- of management control.

(2) The process of budget submissions and reviewé, which
culminates in an appropriation from Congress, enables
successive levels of management to tie together program
p!annin'g,. budgei formuiation, and program exécution; to -
assess past performance and future requirements; and ascertain
priorities and make recommendations through the chain of
command regarding distribution 6f resources.

b. DEFINITIONS

(1) Current Year - The Current Fiscal Year (Jqu through -

| June).

{2) Bnget Year - The Fiscal Year which will follow

immediately after the Current Year.
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{3) Program Year - The Fiscal Year which will follow
immediately after the Budget Year.

(4) Program Plan - The estimate of an Operating Official
or Head of Independent Office of the resources (money
and manpower) he will need to perform his assigned
functions during the Program Year. The Plans describe
in some detail how the responsible»officers expect to .
utilize the resources requested. The aggregation of all
these individual plans is the Agency Program Plan.

(5) Operating Plan - A refined and up-dated revision ofAthe
Program Plan, submitted by an Operating Official or
Head of Independent Office for final approval juét before
the beginning of the Budget Year. Operating Plans once
approved are the basis for allotments of fuhds and
allocations of manpower ceilings. ‘The aggregation of all
these individual plans. is the Agency's Operating Plan..

(6) OMB Budget - The formal request for funds for the Program
Year, based upon the Program Plan and prepared by the
Comptroller for submission to the Office of Management and

Budget.

ez

Fram ﬂﬂrs
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{7) Congressional Budget - The approved budget for the Budget
Year, based upon the OMB Budget and the basis for fiscal
and personnel ceilings for the Agen;y for the Budget Year.

PROGRAM PLANS

{1) The first step in the budget cyclé for any given Fiscal Year
(FY) takes place approxirﬁately fifteen months befére tine FY
begihs. (Thus in the sprlng of 1974 work began on the budget
for FY 1976, to begin in July 1975.) Major components
prepare Program Plan§ following instructions issued by
the Office of the Comptroller and covering anticipated resource

- requirements for the fiscal year, comparing these require-

ments with those of the two preceding fiscal years.'

(2) During the summer months, these estimates are reviewed
by the Director of Central Inteliigencé, revised as necessary,
and subsequently developed in detail in coordination betweeﬁ
the Office of the Comptroller and the submitting components.
The resulting budget is then submitted to the Office of Manage-
ment and Budget (OMB). |

(3) Duing the autumn, OMB analyzes this proposed budget in

context with previous Agency budgets and with prevailing

u\—quw— |1;.'-\ |u qvﬂ 1 "U r1'1"1’*~'-~;"
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Government-wide fiscal policies, holding hearings as
necessary to augment the information provided in the budget.
After making the changes it deems appropriate, OMB includes
the Agency's resource requirements in the President's Budget.
d. OPERATINC FLANS

(1) Because the Congressional Budget is based on Program Plans
prepared long before the beginning of a fiscal year, it is
necessary to review the budget shortly before the fiscal year
begins, updating it as necessary to reflect current conditions
and costs. These revised data are incorporated into Operating
Plans, which describe activities or functions to be carried out .
and the resources needed for their perfofmance. Once apprbved
by the Director of Central Intelligence, the Agency Operating
Plan becomes the basis. for program execution and control,
governing the Agency's use of its resources during the fiscal
year to which it pertains.

(2) Operating Plans will be formulated in the spring by the
major components of the Agency, in accordance with instructions
issued by the Office of the Comptroller. Formulation of the
Operating Plan for the coming fiscal year is accomplished
simultaneously with the Program Plan for the following fiscal
year. (Thus the Operating Plan for FY 1975 and the Program
Plan for FY 1976 were prepared jointly during the closing months

dhite

of FY 1974.)
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(3) Operating Plans prepared by the major components of the
Agency will be reviewed by the Office of the Comptroller in
connection with the budget review as noted above. The Plans
will then be submitted to the Director of Central Intelligence
for review and approval. |

»e.. PROGRAM EXECUTION

(1) Oncé the Director has made decisions on the level of resoﬁrce_é
to‘bé allocated to each major component, the Corﬁptroller wil_l _
issue allotments. Approval of a component's Operating Plgh
and allotment of funds within the levels established by the 4
approved Plan constitute an Operating Official's authority to
obligate funds in conformance with that P‘lan. No further
Agency-level approval will be required except for a notification
to the Director of Central Intelligence of imminent action on
selected activities as outlined in subparagraph f, below.

(2) When in the judgment of the responsible Operating Officiél
changing circumstances require a change in t.he resources
a!located to an activity or function, he may reprogram the
resources alloted to him. If such reprogramming involves a
significant amendment to the approved Operating Plan, he will

report the change to the Deputy Director concerned and to the

5

" ,,...l—<-.1nrf; Tuw f" -a v‘m—- n!l 'l-'ﬂ\"ﬂ i'f'”\’('l “’
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Comptroller. If the Operating Official can not identify the
required resources from within his own allotment, he will
submit a request for reprogramming to the Comptroller through
the appropriate Deputy Director, who will indicate in his
trahsmitta! whether the needed resources are available in his
directorate, or whether the Comptroller is being asked to find
the funds. The Comptroller will Weigh each request for
reprogramming against the known requiremehts of other directorates
and the Agency as a whole before approving the request. In
cases involving major changes in Operating Plans, and in all
cases involving $500,000 or more, the Comptroller will consult
the Management Committee prior to approving the requegt.

(3) The Comptroller will monitor all Operating Plans on a post-
audit basis and will watch the application of resources as
reported monthly in the Agency's accounting systems. He is
authorized to make inquiries about the use of resources and
to advise the Deputy Directors and the Management Committee
of new requirements or of situations which may make necessary
the amendment of existing Operating Plans to ensure availability

of Agency resources for high priority requirements.
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f. SPECIAL CONSIDERATIONS
(1) Certain categories of Agency endeavor may be approved in
p.rinciple in Operating Plans but must nevertheless be brought
specifically to the attention of the Comptroller shortly before
action. The Comptroller rhay in turn fefer such issues to
the Management Committee for review. These cafegories involve:
- (a) Politically sensftive projects, carrying a significant
risk of causing embarrassment to the U S. Government
in general or to thé Agency in particular. Prova! by
_ the National Security Council of politically sensitive
activities will fulfill tﬁis requirement.
(b} Major contfactual agreerﬁents undertaken. on behalf
of and funded by other agencies.
(c) Real property transactions which héve- the potential for
 raising secgrity, political or operational difficulties.
(d) Other individual transactions fnvolving more than
.$500,000.
(2) When an Operating Officiél is about to také action on a
- politically sensitive project or a major clontractua! agreement,
a real property transaction, or an individual transaction involv-
ing more than $500,000 previously approved in an Operating Plan,
he should submit a Notification of _Imminent Action through the |

Deputy Director concerned to the Comptroller. The Notification,

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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which should reach the Comptroller not later than five
working days before action is to take place, is designed to
ensure that no important commitments are made until there

has been an opportunity to review the matter in the light

of circumstances which may have changed in the interval since
the Operating Plan was approved. In emergency situations

notice may be given informally to the Comptroller.

r‘_'\‘\-[ ‘- ‘\ﬂ"\““"i"' .- ~\"_\'¢n’l’l "Hi
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STAT Note:

4. OFFICE OF THE COMPTROLLER
(1) Mission. The Comptroller is responsible for the devélopmént,
implementation and administration of the systems by which the
Ageﬁcy plans for its resource requirements, budgets to meet
those requirements, and controls the resources obtained through
the budgeting process.
(2) Functions. The Comptroller will

(a) develop, coordinate and oversee the Agency's program-
planning and resource allocation processes#

(b) collect the data for, prepare and administer the Agency
budget;

(c) assist the Management Committe‘e and the ljirector of
Central Intelligence in carrying out their résponéibilities
for resource management;

(d) develop and monitor the %Tplementation of the Agency's
systems for orgaﬁizational pefformance evaluation and for
management by objectives, and write the Agency’s_ annual

reports concerning these systems;

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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(e) provide such special staff support as may be requested by

the Management Committee and the Director of Central

Intelligence;

(f) control Agency relationships with the Office of Management

and Budget in accordance with HR

and

(g) approve requests for reprogramming funds from one allotment

to another, subject to advise and guidance from the Manage-

ment Committee as provided in HR :l

(3) Organization. See organization chart, figure 2.

2
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c. THE MANAGEMENT COMMITTEE

(1)

The Management Committee consists of the Director and the

- Deputy Director of Central Intelligence, the Secretary, the

(2)

(3)

-Deputy Directors for Intelligence, Science and Technology, ’
Operations, and Management and Services, the General |
Cou'nsel, the !nsp_ector General and the Comptrollér. It
members are. unable to attend scheduled méetings, their
Deputies may substitute for them. .Members or their Debuties
parvticipate as individuals in all Commitfee de’liberatidns, not
vmerely as representatives of their offices. The role of |
Secrefary may be assumed by any of the other .members of
the Committee at the discretion of the DCI.

The DCI will be the chairman of the Committee, but m his N
absence from a meeting the DDCI will preside. If both the
DCl and the DDCI are absent from a meeting, the Secreta:;'y
will serve as chairman.

.The Management Committee will meet periodically as called

by the Director or the Secretary to review matters dealing with

Agency policies, goals, strategies, and performance with

B;‘s'ﬂ} ‘YI:r’"\‘\ b j« e .—1 '""‘""_1] ,,1,.1! F’.)“““
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particular emphasis on organizational and resource management
issues and policies and on the long-term evaluation of the Agency
and its capabilities. Any member of the Committee may request
that an item of business be considered by the Committee.

- {(4) The Secretary will develop the agenda for meetings and will
prepare the official record of all decisions reached, specifying
the officer (s) responsible for ensuring timely execution of
those decisions. This record will be the only one mailntained,
and the deliberations of the Committee will not otherwise be
recorded or publicized.

(5) In carrying out Committee decisions reached at meetings
not attended by the DCI, the members will exercisé.the
authorities available to them by virtue of their organizational
positions and related delegations of authority. As appropriate
and necessary, the Committee may refer cases to the birector
with their recommendations.

(6) In the absence from the Agency of the Director and the Deputy
Director, the Secretary of the Management Committee acts for

the Director in exercising his directive and approval authority.
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30 May 1974

MEMORANDUM FOR: Mr. Bruce Johnson, Office of Comptroller

SUBJECT : Proposed Headquarters Regulations (HR)

Bruce:

1. As you requested, I have examined the drafts of your pro-
posed regulations which would establish the CIA Management Committee
(MC) and the Office of the Comptroller, and which would revise HR |:|
(Plans and Programs). I think they are excellent. There are, however,
a couple of points which should be raised concerning them.

2. My first comment concerns delegation of authority and the
chain of succession. We feel that if the Secretary of the Committee is
to exercise the DCI's approval and directive authority, that something
more formal than your statement is required. This statement may not
need to be a part of the MC regulation. It could perhaps be included
in HRI:l wherein the DCI delegates certain authority to the DDCI,
John Warner tells me that at one time the Agency had emergency plans

" which set forth a chain of succession. Perhaps these plans still exist.

If so, they will have to be amended. All this could, of course, be
easily dealt with by amending HRl:lto provide that the Secretary is
the third ranking officer in the Agency. This regulation could also
set forth whatever additional chain of succession the DCI may want.
The DCI could then delegate to the Secretary, etc., the authority to
manage the Agency in case of the disability or absence of the DCI and
DDCI. In instances where the DCI and DDCI are neither disabled nor
absent (i.e., simply not present at a MC meeting) certain limited
authority could be delegated to the Secretary to make and implement
certain types of decisions.

| wilecking Cop¥
Approved For Release 2003/03/10: C|A'RDP79'00632A000100010061_\&? TR

Rezinitelive - Internel Usoe oy sasihol

STAT

STAT

STAT



x »

Eimisisirativa - Injeral Jiea oane
Approved For Release 2003/63/10 : %%QBP%Q‘-‘O(I%%IAKS 0100010001-8

3. You and I discussed the zuthority of the Secretary and the
MC. While I indicated I agreed with your approach to this problem,
John Warner has suggested that you try to specify the authority of the
MC and submit a paper to the MC for its consideration. John also
believes that the chain of succession and delegation of authority should
be set forth in a regulation.

4. Finally, I have a question concerning proposed HR

STAT : _This subparagraph states that "/n/o further Agency-level
approval /to obligate funds/ will be required...." I wonder if this is
really correct. Sprinkled throughout our regulations are require-~
ments for approvals for allotments/expenditures of funds at levels
higher than that of Operating Officials. Perhaps the proposed regu-
lation should read, "Except as otherwise provided in Agency regu-
lations, no further Agency-level approval will be required...."

STAT

UTTice oI General Counsel
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Yo This Notice Expires 15 February 1974
- ORGANIZATION\\ — ./ HN 25X1
14 February 1973

ORGANIZATION CHANGE

1. The CIA Management Committee is established, effective
15 February 1973. Membership will be as follows: : '

Chairman- | ¢ Director of Central Intelligence

Vice Chairman = 3 Deputy Director of Central Intelligence

Executive Secretary: Mr. William E. Colby

Members - ¢ Mr. Thomas H. Karamessines
: ' Mr, Carl E. Duckett
Mr, Edward W. Proctor

Mz, —Jeohn-W.—Coffey -
Mr. Harold L. Brownman (per HN:| 25X1

2. The Management Committee will meet periodically as called
by the Chairman to review and recommend to the Director matters
dealing with organizational issues and intelligence resource policy.
Members will participate as individuals in all Committee deliberations,
and not merely represent their offices. The Executive Secretary of the
Committee will ensure timely execution of the Director's decisions and
is responsible for the agenda and developing and circulating to the @~
Members appropriate preparatory material. '

3. Examples of subjects which will be submitted to-the Executive
_ Secreta.ry for inclusion on the agenda., or. other d1spos1t1on as appropn -

Tl 2D T ] N gt e e an e e TR 2

S e Cami ey e A B2 s

' Pohcy D1rect1ves _
~"Production Programs’ TE
-Evaluation Reviews - : : e
Semor Appouxtments ~: . U e e _...._‘ . .'_., S e 1»‘,;-,:.7"
‘National Security Counc11 Actlons and Reserve Releases o

:?Organlzatlonal Changes TR AT LT J'.‘J:.‘.'J W if'.x, R ;".'v:?f::;",‘.f-. -":E’::“‘i-“":':"“;"“"."_—f.f.‘"?‘_f-_'::

- Annual Program, Budget and Report T T

- Periodic Comptroller Report.. —
Annual Reports of R&D Board, Trammg Board of V151tors, ef%X'l

P Py

C-O-N-F-I-D-E-N-T-I-A-L
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This Notice Expires 1 October 1974
ORGANIZATION HN STAT
4 September 19745

ORGANIZATION CHANGE

STAT Rescission: HN dtd 14 February 1973

1. The CIA Management Committee is reconstituted
effective 4 September 1973 with membership as follows:

Chairman : Director of Central Intelligence

Vice Chairman : Deputy Director of Central Intelligence
Secretary : Mr. Carl E. Duckett

Members : Mx.~Carl E. Duckett 2235+¢ 7

Mr. Edward W. Proctor o2,
Mz.-Harold L. Brownman Jo/#v3
Mz, ~Wiltiam-E.~Nelson &0J&

et il
- I—mzmrk—mmr[& ae Cover STAT
, ) - Dx--Donald F. -Chamberlain . ¢-
St P YA a4 ot Aty #

2. The Management Committee will meet periodically to .
review and make recommendations to the Director on matters 25X1
dealing with organizational issues and intelligence resource
policy. The Secretary of the Committee is responsible for
developing the agenda and ensuring timely execution of decisions
reached by the Committee. In special circumstances or when the
urgency of a situation precludes a meeting of the Committee, the
Secretary may seek resolution of management issue hrg&g%ia

mW,‘MMJ’individual discussions with the concerned members. “He, wi e

FruahL csupported by thé Executive Secretariat, #ﬁg will reéceive items

gﬁnﬁwgé for Management Committee action, assist in ﬁeveloping agenda,
circulate related papers, and record the minutes of meetings.

Examples of subjects which will be submitted to the
% Secretarpd &EA for inclusion on agenda, or for other
isposition as appropriate, include:

ADMINISTRATIVE - INTERNAL USE ONLY

25X1
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Policy Directives, <
Production Programsy
Evaluation Reviews: -
Senior App01ntments'” =
Organizational Changes é%
-Annual Program, Budget and Report,
/ Reserve Releases) - —a
\. Periodic Comptroller Report, T
Ahnual Reports ofiFﬁD Board Training Board of Visitors,, 7,
a € Ll
? et—eetera “thih»fhu od »4JQEAM4JZﬁxjpu%zmua$,Ath Yl s
”!#x&’iw-maAufwiarthe event members are unable to attend schedulqdﬁ
# <Comm1ttee meetings, their Deputies may attend.
’ W. E. Colby
Director
e
Distribution: AB
- ADMINISTRATIVE - INTERNAL USE ONLY
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21 August 1973

Execuiive licoistty

- 75 S/Y R
H
ORGANIZATION CHANGE
STAT PescCissson : H A/ 1ol Fe€ 1973
STAT 1. # [dated-HFebruary-1973—ts-rescinded. The CIA Manage-
ment Committee is reconstituted effective 6{;4g;,f 23 with mem-
bership as follows:

Chairman : Director of Central Intelligence

Vice Chairman : Deputy Director of Central Intelligence

Secretary : Mr. Carl E. Duckett

Members : Mr. Carl E. Duckett

o Mr. Edward W. Proctor
STAT™ Mr. Harold &. Brownman
e , ’;;3Mr. William E. Nelson
e Mr. Lawrence R. Houston
Dr. Donald Chamberlain
(

2. The Management Committee will meet periodically to review and
make recommendations to the Director on matters dealing with organizational
issues and intelligence resource policy. The Secretary of the Committee
is responsible for developing the agenda and ensuring timely execution
of decisions reached by the Committee. In special circumstances or when
the urgency of a situation precludes a meeting of the committee, the

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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Secretary may Ké4instfac£ed/ﬁ&ﬂ¥hé/g;régtdb4hg seek resolution of
management issues through individual discussions with the concerned
members. He will be supported by the Executive Secretariat, who will
receive items for Management Committee action, assist in developing
agenda, circulate related papers, and record the minutes of meetings.
3. Examples of subjects which will be submitted to the Executive
Secretary, CIA for inclusion on agenda, or for other disposition as

appropriate, include:
Policy Directives
~ Production Programs
Evaluation Reviews
Senior Appointments
Organizational Changes
Annual Program, Budget and Report
Reserve Releases

Periodic Comptroller Report

Annual Reports of R&D Board, Training Board of Visitérs, etc.
4. 1In the event members are unable to attend scheduled Committee

meetings, their Deputies may attend.

by €O
W B T ReC TD &
rdd

Fomr }n.»’ .-
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5(\B£fectlve 4 September 1973, the Office ofi Executive

wx\ ..,

Director- Cumptrom é?, previously suspended, was abollshed

Ve, e bred Zu{‘ Qb)@' et reatoiccall

/ng% 1 u ‘étlons %f : Office have een a531gned
R "EJTAT

uty Directo or/Management and Services. emalnlng

to the D
func}iégi of the OffiQﬁ;HEVE7MRHF?33TQHEU_tq;Eﬂ?TJ;?;éz;gement STAT
gpﬁﬁittee. 'ilﬁgw o

‘Z. Effective.éﬁéigg;%héZiz, the CIA Management Committee

was reconstituted as follows:

Chairman Director of Central Intelligence

Vice Chairman Deputy Director of Central Intelligence
Secretary Mr. Carl E. Duckett

Members Deputy Director for Intelligence

Deputy Director for Management and Services
Deputy Director for Operations
Deputy Director for Science and Technology
Deputy to the DCI for the Intelligence
Community
General Counsel
Inspector General
If members are unable to attend scheduleb meetings, their
Deputies may substitute for them.
,Z. The Management Committee will meet periodically to
review and make recommendations to the Director on matters
dealing with organizational issues and intelligence resource
- . . . \
policy. The Secretary of the Coprmittee is responsﬂ@&}!for
developing the agenda and ensuring timely execution of decisions
reached by the Committee. In special circumstances or when the
urgency of a situation precludes a meeting of the Committee, the

Secretary may seek resolution of management issues through

individual discussions with the concerned members.
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. o f f«t(/at_p.
- :5. The, Secretar } 1 be sypported by thg y nt_
STAT [ See B %?ugw B e e e S N
he Secretariat will receive item$

Lomrittee Secretarlatn
for Management Committee action, assist in developing agenda,
circulate related papers, and record the minutes of meetings.
$¥§ Examples of subjects which will be submitted to the
Secretariat for inclusion on agenda, or for other disposition
as appropriate, include:
Policy Directives; Production Programs; Evaluation Reviews;
Senior Appointgments; Organizational Changes; Reserve
Releases; Periodic Comptroller Report; Annual Program,
Budget and Report; Annual Reports of R§D Board, Training

Board of Visitors, and other reports of like nature
previously submitted to the ExecutivetDirector-Comptroller.

N\

ILLEGIB / W. E. Colby

e \. Director
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This Notice Expires 1 October 1974
ORGANIZATION N[ ]
___ October 1973

ORGANIZATION CHANGE

Rescision: HN L dtd 14 February 1973

1. Effective , the CIA Management Committee was

reconstituted as follows:

Chairman : Director of Central Intelligence

Vice Chairman : Deputy Director of Central Intelligence

Secretary : Mr. Carl E. Duckett

Members ¢ Deputy Director for Intelligence

Deputy Director for Management and Services
Deputy Director for Operations
Deputy Director for Science and Technology
Deputy to the DCI for the Intelligence Community
General Counsel
Inspector General
If members are unable to attend scheduled meetings, their Deputies may
substitute for them.

2. The Management Committee will meet periodically to review and
make recommendations to the Director on matters dealing with organizational
issues and intelligence resource policy. The Secretary of the Committee is
responsible for developing the agenda and ensuring timely execution of
decisions reached by the Committee. In special circumstances or when the
urgency of a situation precludes a meeting of the Committee, the Secretary
may seek resolution of management issues through individual discussions
with the concerned members.

3. The Secretary will be provided administrative support by the

Executive Secretriat (see HN [:::] dated 24 July 1973). The Secretariat

Approved FonBrissr RRPHAS 10 FHAUBRPI8E02RF3A000100010001-8
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will receive items for Management Committee action, assist in developing
agenda, circulate related papers, and record the minutes of meetings

4. Examples of subjects which will be submitted to the Secretariat
for inclusion on the agenda, or for other disposition as appropriate,
include:

Policy Directives; Production Programs; Evaluation Reviews;

Senior Appointments; Organizational Changes; Reserve

Releases; Monthly Comptroller Report; Annual Program Budget

and Report Annual Reports of R&D Board, Training Board of

Visitors, and other reports of like nature previously sub-

mitted to the Executive Director-Comptroller.

5. Effective , the Office of Executive Director-

Comptroller (see HR |:|, previously suspended, was abolished. The
Comptroller functions of the Office and the CIA Historical Staff have been
assigned to the Deputy Director for Management and Services (see HN[ |
dated 30 April 1973). Remaining functions of the Office have been assigned
to the CIA Management Committee. In addition, the Office of Planning,
Programming, and Budgeting is herewith abolished and replaced by the Office
of Resources Management (ORM), reporting to the Deputy Director for
Manégement and Services as Comptroller.

6. The Deputy Director for Management and Services will report to

the Management Committee as Comptroller.

W. E. Colby
Director

Distribution: AB

ADMINISTRATIVE - INTERNAL USE ONLY
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MEMCRANDUM FOR: ;o _‘_,;;7/%/%?

STAT I—H\I|___|re Mgmt Committee is due to expire. Are
we going to reissue or update? I have attached
the last two rewrites which were left with

Mr. Colby before creation of the Comptroller office _
and abolishment of PPB. Perhaps you could discuss STAT
this with him at tomorrow's meeting also to see
what he desires.

(DATE)

FORM NO. lOl REPLACES FORM 10-10t (47)
1 AUG 54 WHICH MAY BE USED.
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This Notice Expires 1 October 1974
ORGANIZATION HN STAT
7 September 1973

ORGANIZATION CHANGE

STAT Rescission: HN | dtd 14 February 1973 !

1. Effective 4 September 1973, the CIA Management
Committee was reconstituted as follows:

Chairman : Director of Central Intelligence
'Vice Chairman : Deputy Director of Central Intelligence
Secretary : Mr. Carl E. Duckett

Members : Deputy Director for Intelligence
’ ‘ Deputy Director for Management and
Services
Deputy Director for Operations
| Deputy Director for Science and
' Technology
Deputy to the DCI for the Intelligence
Community
General Counsel
Inspector General

If members are unable to attend scheduled meetings, their
Deputies may substitute for them.

2. The Management Committee will meet periodically to
review and make recommendations to the Director on matters
dealing with organizational issues and intelligence resource
policy. The Secretary of the Committee is respon51ble for
developing the agenda and ensuring timely execution of
decisions reached by the Committee. In special circumstances
or when the urgency of a situation precludes a meeting of the
Committee, the Secretary may seek resolution of management
issues through individual discussions with the concerned
members.

3. The Secretary will be supported by the Executive
STAT Secretariat (see HN , dated 24 July 1973). The Secretariat

~— ADMINISTRATIVE - INTERNAL USE ONLY
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will receive items for Management Committee action, assist
in developing agenda, circulate related papers, and record
the minutes of meetings.

4. Examples of subjects which will be submitted to
the Secretariat for inclusion on agenda, or for other
disposition as appropriate, include: {

Policy Directives; Production Programs; Evaluation
Reviews; Senior Appointments; Organizational Changes;
Reserve Releases; Periodic Comptroller Report; Annual
Program Budget and Report; Annual Reports of R§D
Board, Training Board of Visitors, and other reports
of like nature previously submitted to the Executive
Director-Comptroller.

5. Effective 4 September 1973, the Office of Executive
Director-Comptroller (see HR » previously suspended, STAT
was abolished. The Comptroller functions of the Office and
the CIA Historical Staff have been assigned to the Deputy
Director for Management and Services (see HN. dated STAT
30 April 1973). Remaining functions of the OFFice have been

—, assigned to the CIA Management Committee.

W. E. Colby
Director
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ORGANIZATION CHANGE

1. HN[::::]dated 14 February 1973 is rescinded. The CIA Manage-

ment Committee is reconstituted effective with mem-

bership as follows:

Chairman : Director of Central Intelligence

Vice Chairman : Deputy Director of Central Intelligence

Secretary i Mr.

Members : Mr.
Mr.
Mr.
Mr.
Mr.
Dr.

Carl E. Duckett

Carl E. Duckett =«
Edward W. Proctor
Harold 0. Brownman
William E. Nelson
Lawrence R. Houston
Donald Chamberlain

2. The Management Committee will meet periodically to review and

make recommendations to the Director on matters dealing with organizational

issues and intelligence resource policy. The Secretary of the Committee

is responsible for developing the agenda and ensuring timely execution

of decisions reached by the Committee. In special circumstances or when

the urgency of a situation precludes a meeting of the committee, the
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Secretary may wemscek resolution of
management issues through individual discussions with the concerned
members. He will be supported by the Executive Secretariat, who will
receive items for Management Committee action, assist in developing
qgenda, circulate related papers, and record the minutes of meetings.
3. Examples of subjects which will be submitted to the Executive

Secretary, CIA for inclusion on agenda, or for other disposition as

appropriate, include:
Policy Directives
Production Programs
Evaluation Reviews
Senior Appointments
Organizational Changes
Annual Program, Budget and Report
Reserve Releases
Periodic Comptroller Report

Annual Reports of R&D Board, Training Board of Visitors, etc.
4. 1In the event members are unable to attend scheduled Committee

meetings, their Deputies may attend.
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MEMORANDUM FOR: Mr. o]by ~

Bill: iz;> 551//%/;3

Per our conversation yesterday, here
is a redraft of the Management Committee paper
along the lines you suggested. The added
statement that we discussed appears in the
last sentence of the first page.

STAT

Donald Steininger

(DATE)

FORM NO. IOI REPLACES FORM 10-101 (47)
1 AUG 54 WHICH MAY BE USED.

; v e VeSS
MEMORANDUM FOR: §gp/c%ﬁby

This looks just great to me!

~C-

// i
% 08/24/73

(DATE)

FORM NO. IOI REPLACES FORM 10-101

| AUG 54 WHICH MAY BE USED. (47)
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ORGANIZATION CHANGE

ra

1. HN dated 14 February 1973 is rescinded. The CIA Manage-

ment Committee is reconstituted effective with mem-

bership as follows:

Chairman : Director of Central Intelligence
Vice Chairman : Deput-y Director of Central Intelligence
Secretary : Mr. Carl E. Duckett

Members : Mr. Carl E. Duckett
Mr. Edward W. Proctor
Mr. Harold O. Brownman
Mr. William E. Nelson
/7_ e —Major General Tew Allen, Ff.= i
- Mr. Lawrence R. Houston

— F— STAT

Dr. Donald Chamberlain

2. The Management Committee will meet periodically as—eallad hy .

W&w to review and make recommendations to the Director on

" matters dealing with organizational issues and intelligence resource policy.

[

" The Secretary of the Committee is responsible for developingAagenda.puaé#b-—-——

the=Birector and ensuring timely execution of decisions reached by the

Committee. ; He will be supported by the Executive Secretariat, who will
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receive items for.peseilie Management Committee action, as sist hi®a in

Ed

developing agenda#, circulate related papers, and record the rninute‘s of

meetings.

3. Examples of subjects which will be submitted to the Executive

Secretary, CIA, for inclusion on agendas, or for other disposition as

V.4

appropriate,include:
Policy Directives
Production Programs
Evaluation Reviews
Senior Appointments
Ovrganizational Changes
Agnnual Program, Budget and Report ‘
Nationsi-Security-Coureil-Aetiono-anmd Reserve Rél_eases
Pezriodic Comptroller Report

Aunnual Reports of R&D Board, Training Board of Visitors, etc.

4., In the event members are unable to attend scheduled Committee

7 L)

meetings, their Deputies will attend.
oo n
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MEMORANDUM FOR: Secretary, Management Committee

SUBJECT: Clarificatian znd Codifkcstlon of Agency
' Resource Allocatlon System

1. The alaments which togather form the Agency's managemsnt
procass and tha relatlonships swong these elamants hava been materially
sitarad durlng the past two years. Recognizing that thers must ba
room for continusl revision and devsiopicent, we navertheiess believe
that 1t 19 now tme o recommend soma wodiflcation of thess changes as
well 33 one or two further changss. Wa bellsve that sdoption of the
draft regulation proposed heres will make an importam centribution t:
wider understanding of how the Agancy is managed, and of what is
azpected 2t several managemant lavaels, .

2. Tha zne change which I3 central to a1l sthers In the evolulien
of the Agency's management procuss was the suspension of the posiilon
of Exgcutlve Dirsctor-Comptrolizr and tha concurrent satsblishment of
the Managsment Commiites. 1t Is sppavent thal the Agancy as 3 whels
Is still trying to find ways o cperate withaut 3 “Chial of Staff” o the

Exccutive Director was called In HR Many staps laken in rscent
STAT

months have been in offect designed o provids 3 number of substitules
for tha oncas cenirsi figure of *Chiaf of Staff." We do not bellave thers
was aver any Intentlon to make the Mansgemam Commilles a sorporste
HRad® White, but it is clesr thatl some of the functions he unce per-
formed davelved on tha Commiitse, Altwugh Mr. Colby gave us 2
brisf description of tha Committen's consultative rsls in his memorandum
of 5 November 1973 cn the subject of Agency srganlzstion, esaclly
which authorllies were transferred to the Sanagement Commilize ramains
somawnat unclear,

3. in that same memorandum, the Divscior ostablished the Offles
f the Comptroiler, giving R unspecifisd responsibliity over rescurce
utitization and over performanca svaluation, and he indlcated ithet the
Compirolier would maks munthly rrporis to (ne Msnsgemeni Commitlss,

!1\ !A" -_.,. L T ” bl fa L]

e ~ - sw’-l
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That charge and my mambership on the Cummitize have bacome the
basis for ihe close working relatlonship which is developing batween
the Compiralier, the Secrutary of the Management Coummittee, and the
Conunittee {tself. Bul | om concerned that w2 sra not really chartered
I3 transact business In precisely the manner wa have adopted.

. In gsxamining the way the Commiitee has functloned, we hava
concluded that it has served as an effective forum for discussion and
rusolution of meny relatively minor and of some decldedly Important
problems. It has also, apparently, becn abla to reducs the DCl's work-
lxad somewhat by raflning Issuss so that when prasanted they speciiy
to the Direclor where axerclse of his zuthority Is needed. The Commitice
has also encouraged wider discussion of some lasues. We bellevs, how-
ever, that it Is time to raise our sxpecistions about the Committes and
its responsibliities and to demand muors of It.

5. A review of Management Commitlee agenda Items for the last fow
months suggasts that the issuss have been of thrae basic typas: first,
those which ars fairly directly rescurca rolated and genarally the
responsibiiity of the Comptrolier; second, those primarlly reloted o o
administrative polley {such as the parking pollcy quastion, office space ‘
refjuirzments, energy conservation, cofiiclal entortainment In the Executive
Binlng Roum, private foreign traval of CIA cmployess, ratirement pulicy,
and biget lists); and third, thosa which might be cailed managerial issues
texamples might include the lccation and structure of the CIA Operations
Cantar and the Annual Personnel Plan). The cxamples citsd are not
of equal significonce, but all thres types of Issues ssam appropriote
fur Management Committeze review in thst they ail have potential impact
on the Agency 23 o whole. Of the three catagorles, the one with which
this Office has the most direct relstionship snd the cne In which it
iunctlon as a partisl substltuls for the Exscutive Diractor is clzarast
is, as noled sbova, tha one beving to do with resources. Wo belleve
ihat we need to clarify 2nd indead 1o codlfy tha Committre's ratation-
ship 1o resource issues a3 3 first step toward zlevating our sights with
rospecy to the ather kinds of issues mentioned, and that wa cannot do this
wilhout addressing the entire rescurce aflocatlon system, inciudlng
specifically the role of this Offics.

td

b
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6. Today's regulatiens zre replale with refzrences te the
Executive Diraclor-Comptrolier and his authorities, and In porticular
to his suthorily over rescurces. To further cunfuse available pub-
lished guldance, the stlil valid Program Exscution Procedurs (PEP) of
25 September 1972 has naver been incorperated into regulation. There
is much uncertaimy about which procadures apply and about whet is
expected with regard to notiflcation of the DC1 on reprogramming and
on haminent action ltems, Clearing up the amblgulty this situation
craates will parmit employees to lock to appropriate properly deslgnated
authaorhies for day-to-day decisions regerding rescurces. Beyend the
slimination of some confusion, by making aiternative sourcas of
authority more apparsnt and sccessible, we wil help to scrsen out
soms items of business which now come to the Management Committse
only because its role Is net wedll understood,

7. More important than thls confuslon and at the core of our
present effor? to Intreduca codiflcation slong with clarification Is wur
concern that the Agency's present procedures would not stand critical
scrutiny and examination by either OMB or Congrass. Thare is in
teo many cases no clear trall of dacisions or documentation supporting
decisions. Thus, we beliava there Is 2 question sbowt wheiher the
Direclor can adequately prolect the legitimate interests of the Agency.

2. The ravislons we have in wind fall in thres genersi areas:
thoss dealing with needed restatement of the Agency's Financial
Approvals System; thesa relating to tha Office af the Compirolier; angd
thosa concerned with the Management Comwittee ltseif. The most basic
issues are raised by cur proposed revision of tha Flnanclal Approvais
System, where we suggest modification of presemt arrangements for
reprogranming.

Changeas In the Agency’s Financial Approvals System

9. The existing Agency regulation, KR | dates back to 1963 STAT
andd sxplains 8 budget cycle and process now substantially changsd.
it doss not, for sxample, incorporata the procedures set forth In the
PEP. Thus, the first need we see 13 the up-dating of these regulations.
Gur revision {(Attachment 1) explains in simplified fashion the Agency's

R P T 88 nt Pl My
FHET0 Y} omo ok : S nu._x“!
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resource review cycle baglnning with the Program Call and extending
through the various raviews by the Dirsclorates, DCl, OB, and the
Congress. Wa have emphasized that aspect uf the process cf grestest
concern to managers, that is the davelopment of Operating Plans and
the way thase plans relsta to program execution.

10. In additicen to mudernizing chenges, we have incorporated
substanilal pertions of the PEP. We urge modification of the PEP in
one important respect, to roflect the expsrisnce we have had over the
fast twa years In idenmtifying surpius funds and making recommendations
for thelr realiccation. We strongly suggast that the reprogramming
<uthorily currently granted to Deputy Dlreciors by tha PEP be given
instead to the Complirclier, excluding, however, reprogramming within
any glven allotment. We suppert the besic thrust of the FEP in glving
suihority to the four Deputies to cbligate money In sccordance with
syreed-to operating plans, and we agres that no Agency-wide Comptrotiar
"Raserve” should be reinstituted. As s practical malter, howsver, the
dalagation of reprogramming authority to the fouwr Deputles has not been
“real.®  Both we and they havs been forced Ints proceduras which
aifectivaly acknowledge that the Dirsctorates are net free o reprogram
major ameounts at whl, but mwust instead consuit the DCY.

1. Qur recomsendation then Is that the major reprogramming
suthority now vestad by the PEP in the four Deputles be glven instsad
te the Comptroilar. We considarsd the possibility that this suthority
ansuld instead be expllicitiy identifled a3 the DCi's and that all paper
work related o these quastions, 2ic., would be sent to him, 1o be
forwarded to us for staff advice. For two basic rzesons, however, wae
beileve that this approach is unwiss, First, this means that faqally
tha DCE shouid sign avary winor reprogramming acticn needed within
tha Agency. We thirk thet this is a waste of tme, and In fact, con
sthuias a major reason why the position of Secratary of tha Msnagament
Cummities was created. Secondly, we believa that the language in the
reguletions attached makes It clear that the Comptrolier will only
wxercise this authority afler consulling wilth the Managesment Commitise
and the DCL as required and that this Is adequate protection agalnst
ihe arbltrary exsrcise of these suthoritles. Tha spproach we suggest
will have the effect of freeing the DCI from the ne2d o addrass very
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minor technlcal rescurce problems, will facliiiate establishment of

a racord of declsions mada by un suihorized Agency officlal, and
wlii ensure that significant questions wlil ba considersd by the
Management Cummittee end the Director. Thus, we belizsve a beller
formulation of the general phllosophy expressed in the PEP, which
would be more consistant with the Directer's raal rasponsibilities,
waould amphasiza that the Depulies have fuil suthority to chiigate
wmoney In accordance with sgresd-to operating plans, but that major
reprogramming must in all cases be reviewsd by the DCl te ensure
that Agency-wide requirements are given adequate consideration.

Offica of the Comptralier Revisions

12. Attachment 2 is a draft regulation clurlfying the mizsjon and
funections of the Office of the Comptroller. Partlsily based on the
rogulation which described the old Office of Planning, Programming,
and Budgsting, it is a stralghtforward and factual statement of what
wo do. Howsver, it Is sufficlently brosd In its general lunguasge so

35 to enable us to evolve in a number of different sreas without difficulty. .

It emphasizes the siaff relationship of the Office to the Director and to
the Management Commlites, and It includes raferences (o M30 and
performance evaluatlon, and k aliudes to our respunsibiiity for annual
reports. 11 intentionally avolds repeating details more appropriztely
covered in the regulatien on financial approvals.

Tha Management Commiltse

13, Finally, the process of rovising HR further under-—
scored the need for & rsgulation spelling out Tha Tuncticns sf the
Munagement Committes. Altachment 3 Is ¥ draft regulation which would
supplont the one on the Exccutive Director-Comptroller. [t emphasizes
the Commillea’s membership ond range of interests, and trlas o indicats
how 1t will function and what authoritizs [ owill havs, especially when
the OCI Ia absent from s meeting, Wide latitude Is provided for con-
tinual evolution of lts role ond wission. The regulation closss with 2
poragraph, somawhat unralated but legically includad, wse beliave,
effactivaly making the Szoretary of the Managemant Cuommitten the
Agancy's Third-in-Cerunand.

by Bt fem ™ Botmant "Tan Dok
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14. We recommend that 2s the next step in shaping the future
of the Manegement Compities we submit thess regulstions, amended
2% you think necassary, first o the Canaral Counsel and then to the
Cammiltee for raview. The normsl time deiays which stiend formal
coardination of reguletions should be largsly climinated if the Commiltee
mambars concur in a draft, and we should be able to gel an agreed
rovislon published befora the new fiscal year begins. Further deveicp-
ment of the Management Committze and of this Office as the Commiltee’s
supporting mechanism can then take place during Fiscal Year 1975
within an agresed framework for cn-going relationships and authorities.

JOHN D. iAMS
Comptrolier

Aflachments:
a3 statad

Distribution:
Orig - wddresase
10 - ES/CIA
1 - ER
1 - O/Compt subj (BMS)
1 - reading
1 - Comptroller

[ —
O/Compt/|:|/hf 16 May 74
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21 May 1973

MEMORANDUM FOR THE RECORD

SUBJECT: CIA Management Committee Meeting on 16 May 1973

‘

1. The Committee met on 16 May, and in attendance were:

Chairman

Vice Chairman

Executive Secretary

Mr. Proctor

Mr. Nelson

Mr. Duckett

Mzr. Brownman .
Mr. Lehman (for Item 2. c, only)

/

2. The fo'llowing topics were discussed, and decisions reached are
as recorded below: /

a. Former Executive Director-Comptroller Functions to be
Assumed (MCA-32)

(1) The Director explained his disappointment with the
quality of staff work during the past two weeks and went on to
observe that it might be a good idea to have an Executive Officer
at the EP-5 level in the interim period between his probable
departure for DOD Secretary and Mr. Colby's assumption of
DCI. A brief discussion followed on different ways to anticipate
problems and foment the necessary staff work, Mr. Colby noted
that he would be circnlating a paper on the proposed establishment
of an Executive Secretariat that would have the effect of relieving
the Director's and Deputy Director's offices of some administra-
tive chores. After this is reviewed, support to the Director will
be reconsidered.

(2) Those tasks which are to be performed by the DDM&S

were reviewed. Approval of unofficial, public appearances and
publications by Agency employees is to be delegated to Deputy

25X1

» ey o
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Directors; equal employment opportunity policy will become a
function of the Inspector General, Otherwise, those functions
for DDM&S will be as listed in MCA-32, With respect to the
responsibilities of the Executive Secretary, CIA Management
Committee, all functions.listed in MCA-32 will remain his re-
sponsibility until a decision is reached on the establishment of
an Executive Secretariat (above)-that would perform all MCA.-32
Executive Secretary functions except those pertaining to the
agenda of the Management Committee and excluding acting for
DCI and DDCI in the event both are absent.

b. Production of Military Intelligence (MCA-31), Mr. Proctor
and Mr. Duckett rendered a status report on work under way to
reorganize their respective Directorates in order to improve the
production of military intelligence. It is understood that the Study
Group under the Chairmanship of| |wi].l finalize their 25X1
recommendations as soon as possible.

c. Report of Working Group on Operations Centers, Information
Flows, etc, (MCA-1l), Lehman briefed in detail on the recommen-
dations summarized in MCA-11. It was decided that (1) we will pro-
ceed with Phase I; (2) that establishment of a National Intelligence
Center should be an objective; (3) that changes in the DDO reports
officer system should be deferred pending a re-examination of the
problem by Nelson and Lehman, who are to report on their recom-
mendations in thirty days.

d. Revision of DDO Staff Structure (MCA-36). Mr. Colby high-
lighted the reorganization which was ratified by Nelson, who is now
to review what additional reductions and streamlining can be made
in the DDO line elements. The Director indicated that this reorgani-
zation falls short of his expectations in terms of reduction of per-
sonnel,

e. Overt Collection in the U.S, (MCA-18A)., The recommenda -
tions of the Study Group were approved. The DDI and DDO will im-

plement.
’——:-7"',’ J 7 -
W. E, Colby ™
Executive Secretary
CIA Management Committee

Distribution: 25X1
1 -~ Each Member of Committee 1 - D/DCI/IC '

1 - EA/DCI 1 - ER
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Former Executive Director-Comptroller Functons
to be Assumed

By Executive Secretary of CIA Management Committee:

Management of Office of the Director
Advising components of policy decisions
Acts in absence of DCI and DDCI in exercising his directive
and approval authority ' ' ,
Prepares agenda and action papers for approval of CIA Management
Committee including allocation or reallocation of resources
Head of E Career Service (DCI Offices) ' :

" By Deputy Director for.M'anag'ement and Services:

Overall administrative management of Agency

Information proce'ssing activities - resource management and
coordination . o ‘ _ ; : Co

Establish or close stations or bases - DCI approval _

Approval of unofficial public appearances and publications by

. Agency employees - ' ' o

Approve nominees to senior officer schools and executive
leadership programs o o s

Approve requests for guest speakers from outside the
Intelligence Community

Claims for all damaged or lost personal property

On-call official administration

Establish, maintain and direct Records Admin Program

Review office Program Submissions for Management Committee
decision ) ‘ _

Develop resource allocations - budget, allotment issuances and

' inanpower ceilihgs ~ final appl;oiral by CIA Management
Committee

Approval of liquidation plans

Chairman of ExCom Air |

- Chairman of Comptroller's Meeting

MCA -32
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Administration of Program Execution Procedure
Preparing operation plan for DCI approval
Monitoring and evaluation of operating plans
Advises on major reprogramming subject to CIA

Management Committee approval
. Approves special projects (ADP etc.)

Issues staff and contract manpower ceilings after DCI approval

Issues fund ceilings and allotments after DCI approval

Approval of upper grade, SPS and Supergrade ce111ngs and

management theéreof

Control of average grade by component

Preparauon of the Budget to OMB and Congress

Honor and Merit Awards Board appointments

Suggestion and Invention Awards responsibility

Public Service Awards responsibility

Equal Employment Policy responsibility

PCF
O/PPB/BMS
20 April 1973
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5 November 1973

MEMORANDUM FOR: See Distribution

SUBJECT : Agency Organization

1. The following memorandum will outline my views of some of
the roles and missions and basic organizational relationships of the
various elements of our Headquarters. It is obviously a generalized
presentation, and there will be a number of gaps and overlaps on minor
aspects. These cannot be overcome by careful delineation, but they can
be overcome by active collaboration by all levels of management, Full
realization at all levels that we are all working for the nation should R
heighten this sense of collaboration. No single element of the Agency or ¥
the intelligence community has interests independent of the need to work 3
together to get the best possible job done. _ - ir‘\
2. Director. As I have indicated previously, I believe the Director
has only one hat. He obviously must divide his time in response to his
various responsibilities. My concept of the role is to assign overall ob-
jectives to subordinate elements and then give to their leaders the authority
and resources to take the steps necessary to accomplish these objectives
without seeking approval on details from me (except in instances involving
substantial political or operational risk which I should knowingly assume),
The necessary corollary of this concept is a requirement for detailed post-
audit of results. I will endeavor to develop the expression of objectives in
clear form and systematic post-audit evaluation procedures to carry out
this approach. Various staffs will assist in these regards, but their actions
will be advisory to me, and I will maintain the integrity and privacy of the
command line between the Director and the Deputies,

One other point. The Director's primary responsibility is in my
view in the substantive field of intelligence support to the President and
other proper authorities. Thus, my first responsibility is to ensure my
own competence in the substantive field where required through briefings,
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study, etc., and also to ensure the best possible intelligence production
from the Community and the Agency. At the same time, I see the sub-
stantive approach to be the most useful way of attacking my management
responsibilities. Through the assignment of substantive objectives and
the evaluation of performance against those objectives, we can best de-
termine the basis for an optimum allocation of resources among the
various components of the intelligence community.

3. The Deputy Director. The Deputy Director is the alter ego of
the Director in every respect (except the legal limitation of termination
authority to the DCI alone). He will be kept fully informed of any matter
raised with the Director, and his authority to speak is the same as the
Director's. He will obviously focus more on certain activities than others,
as will I, but he must be in a position to replace me in every respect at

any time. ) \/

- 4. Management Committee, The Management Committee willcon-
sist of the DCI, DDCI, the Secretary (Mr. Duckett, also as DDS&T), the
- DDI, DDM&S, DDO, General Counsel, Inspector General and Comptroller.
The Committee will meet periodically to consult with the Director on

matters dealing with the Agency, as placed on the agenda by the Secretary
and circulated to members before meetings.

5. The General Counsel will be the legal adviser to the Director
and be consulted on all legal or potential legal problems.

6. The Inspector General will report to the Director on matters
requiring his attention stemming from complaint or his independent in~
vestigation. He may make investigations as requested by any Deputy
Director or senior officer or as may be self-initiated where a need is
seen. He will provide administrative supervision to the Audit Staff, but ]
its reports will be submitted without modification to the Director.

7. The Comptroller will be responsible to the Director on the
Agency program and resource utilization. The Office of Planning, Pro-
gramming and Budgeting is redesignated the Office of the Comptroller
and will be responsible for the preparation of the annual program and
continuing performance evaluation, including monthly Comptroller reports

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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to the Management Committee, and review and consolidation of com-
ponent Annual Reports. A detailed Notice will be issued defining
the functions of this Office.

8. Intelligence Community Staff. The Intelligence Community
Staff will report to the Director and have staff responsibility
for intelligence community matters. These will include the
Director's responsibilities to PFIAB, as Chairman of IRAC,

USIB, ExCom, and as Deputy Chairman of NSCIC. In particular, the
Intelligence Community Staff will develop objectives for

Community components and organize studies and evaluations of
Community performance. To the maximum degree possible, the
Intelligence Community Staff will generate component participation
-in its work and consult with the National Intelligence Officers
for substantive input.

9. National Intelligence Officers. The function of these
Officers and of the Deputy to the DCI for NIO's has been outlined
in the basic memorandum establishing these Officers. They will
operate as staff officers for the Director and, through command
channels, stimulate collaboration of all elements of the
Community on substantive problems. They will also assist in
customer relations, consultant assistance, definition of
objectives, evaluation of performance and resource allocation
and management decisions. In particular, they will assist in
the substantive production of the Directorates and in developing
objectives and performance evaluation systems by the D/DCI/IC
for the Community and the Comptroller for the Agency.

10. The DDM&S provides resources (financial and personnel)
to Agency operating components for the implementation of the
programs established by the Director and the appropraite =
. Deputy Directors. He has the authority and responsibility for
the direction of the activities of the components in the
Management and Services Directorate and for the allocation of
their resources to meet the requirements of the Agency. The
Office Directors in the DDM&S have a staff responsibility to
the Director for their particular fields as well as their direct
operating responsibilities. Each of them performs management
and services functions for the entire Agency. Each furnishes
resources and has the obligation to provide policy guidance
and assistance in the management of those resources on behalf
of the Director to the managers who have the responsibility
for their use. The responsibilities of these Offices to the
Director are fulfilled under the authority of the DDM§S.
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11. The Legislative Counsel is the Director's principal
adviser on responsibilities to the Congress. He will coor-
dinate all Agency Congressicaal contacts and will levy on
Agency elements requirements for response to Congress.

12. The Assistant to the Director is responsible for
coordinating Agency contacts with the news media and is the
Director's principal adviser on the Agency's relationships
with the news media. The Agency does not have a public
relations office or function but must, in view of the delicacy
of intelligence activities, have such a central point of
coordination.

13. Executive Secretariat. This office's functions are
as described in the Notice establishing the office. It 1is an
office of service to the DCI and DDCI and the various offices
reporting directly to the DCI, e.g., the General Counsel,
Legislative Counsel, IC Staff, NIO's, Comptroller, and IG.

W. E. Colby
Director

Distribution:
DDCI
DDS&T
DDI
DDM&S
DDO
D/DCI/IC
D/DCI/NIO
General Counsel
Inspector General
Legislative Counsel
Comptroller
Assistant to the Director
Executive Secretary

DD/M§&S Distribution:

1l ea. - D/CO, D/L, D/F, D/JCS, D/MS, D/P, D/PPB D/S, D/TR,
C/RCS C/ISAS C/HS

1 cy routed to staff

1 - DD/M§&S Subj.

-
Kﬂa//sfan/
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11 December 1974

MEMORANDUM FOR: Mr. Blake

SUBJECT : Background Information Re the Management
Committee

1. I have attempted to avoid the direct use of some very
worthwhile material generated in May 1974 by the Office of the

Comptroller - specifically studies by| | STAT
| It is believed that our repo Serve to
complement the Comptroller's report, which goes into detail

on regulatory changes and the Agency's financial approval

system. I would suggest it be discussed with Jack Iams at the
appropriate time, before we go final.

2. An attempt had been made to evaluate all agenda items,
and a format was initially adopted to rate all issues, but I
decided to drop that approach because so many things were border-
line or questionable. Opted for a listing of the strongest and
weakest agenda items, and we may wish to refine the final 1list
before it goes out. There is room for discussion on this.

3. In the first rough cut, the report is quite critical of

the Management Committee machinery, and it has been a matter of

letting the chips fall where they may. You may want to soften

the language or explain it in a covering note, so that we do not

get into hot water with the DCI, the DD/S§T, the Inspector

General and others. :

STAT

4. On the overall issue of "Policy Creation'" and "Coordi-

nation by Committee', there are the following quotes from Alfred

P. Sloan's My Years with General Motors:

A. I have never believed that a group as such
could manage anything. A group can make policy, but
only individuals can administer policy.

B. The Executive Committee should confine itself
more particularly to principles which should be
presented to it by the operating organization properly
developed and thoughtfully carried out rather than to
constitute itself as it is now, a group management.
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C. 1In general the activity of the Executive Committee
should be guided along the lines of establishing policies
and laying the same down in such clear cut and comprehen-
sive terms as to supply the basis of authorized executive
action.

D. The Executive Committee should treat with the
question from the standpoint of policy.

E. The Committee would not, as to principle, deal
with the specific problem of an individual Operation.
Each function of that Operation would be under the absolute
control of the General Manager of that Division.

F. We should, I believe, confine our discussions in
these meetings to problems of common interest affecting
all Divisions. Realizing that all of you men are
extremely busy, we will try to keep away from details -
dealing only with the basic problems.

G. In my judgment, the greatest weakness in the
procedure and policy of the General Motors Corporation
is the tendency of the Operations Committee to originate
and discuss detailed problems of the Divisions, instead
of insisting that the Divisions initiate their respective
policies and problems and refer their solution to the
Operations Committee for check and approval.

H. I think notwithstanding that we have the reputation
of a fact-finding organization, that we do not get the facts,
even now, as completely as we should. We sit around and
discuss things without the facts. I think we should break
ourselves of that and not permit any member of the Committee
to have an important problem determined upon without all
members of the Committee having the facts before him.

I. A carefully designed policy should be enunciated
that will convey to each Divisién a complete understanding
of the general quality of product.

N

-y
LJD

Att:
CIA Mgmt. Comm. Draft
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CTA MANAGEMENT COMMITTEE

I. BACKGROUND
IT. BASIC CHARTER
III. EXECUTIVE DIRECTOR-COMPTROLLER FUNCTIONS
Iv. MANAGEMENT COMMITTEE MINUTES
V. MCA NUMERICAL SYSTEM
VI. MARGINAL AGENDA ITEMS
VII. STRONG AGENDA ITEMS
VIII. ANALYSIS SPONSORSHIP/IMPACT
IX. RECOMMENDATIONS
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I.  BACKGROUND

A. The CIA Management Committee was established by a
Headquarters Notice effective 15 February 1973, and
there has since been some degree of criticism as to
the effectiveness of this management body. Most
certainly, there has been a considerable degree of
confusion at all levels as to how the machinery operates
and to when one should refer an issue to the Management
Committee. This is occurring at a time when top manage-
ment has been making strenuous efforts to open up lines
of communication. One element holds that the Management
Committee has considered rather unimportant short-range
items with no particular policy overtones. Another
clement maintains that the procedures are not clearly
established, well organized, or consistent.

B. It is realized that any review of the Management Com-
mittee operation covering the last eighteen months has
to be somewhat subjective, particularly in rating the
relative importance of specific items. What is crucial
to one component may be of no particular concern to
another unit. In this broad overview, on the basis of
reports readily available in one Directorate, an honest
effort is made to fairly evaluate the system as it has
functioned in the past, so that there may be a more

efficient and productive operation in the future.
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IT. BASIC CHARTER

A. Attached as TAB A is a copy of Headquarters Notice

STAT dated 14 February 1973, which established the

CIA Management Committee. There are a number of
observations to be made about this basic document:
1. First, the Notice expired on 15 February 1974,
and has never been renewed or otherwise put into
Headquarters regulations.
2., The Management Committee is charged with reviewing

and recommending to the Director '"matters dealing

with organizational issues and intelligence resource
policy. Examples of such matters are cited, but it
is not referred to as an approving body.

3. The Office of the Executive Director-Comptroller
was suspended and its functions were assumed by the
Executive Secretary of the Management Committee.

4. The four Deputy Directors are mentioned as '"members"
of the Management Committee, but from the beginning
there has been regular attendance by other Agency
representatives, whose role is not defined.

B. CIA Management Committee Procedures (MCA-2) approved by
the Director at the meeting of 28 February 1973, indicates
that: "The purpose of inclusion of a topic is not formal
approval by the Director of completed actions, but to
inform the membership and obtain general counsel and

discussion on major policy problems."

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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The minutes of the Management Committee meeting of

28 February 1973, indicates that the procedures were
approved "with the understanding that they are subject
to adjustment with experience." DD/A records reflect
an informal memorandum of 1 March 1973, prepared by the

Deputy Director for Support, who stated that '"coordination

is the purpose of this organization change."

The DCI memorandum of 5 November 1973 on "Agency Organi-
zation" indicates that "The Management Committee will
consist of the DCI, DDCI, the Secretary (Mr. Duckett,
also as DD/S&T), the DD/I, DD/M§S, DD/O, General Counsel,
Inspector General and the Comptrcller. The Committee

will meet periodically to consult with the Director on

matters dealing with the Agency, as placed on the agenda
by the Secretary and circulated to members before meetings."
A memorandum of 14 November 1973, by the Secretary of

the Management Committee contains the following extract
on an unlisted topic: "The Chairman highlighted his
expectations for the Management Committee as a vehicle

to relieve him of variocus chores and noted his attendant
delegation of authority to the Secretary." (See DCI
memorandum of 5 November 1973 on Agency Organization).

In the same memorandum of 14 November 1973, the Secretary
"explained that the Comptroller is a staff advisor to the

Secretary and the Chairman on resource related items

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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forwarded for the Committee's review. He noted the
Executive Secretary/CIA's role in consulting the
Secretary with respect to development of agendas and
whether or not a problem or action is to go before the
Management Committee or be handled in the normal line

and staff channels."

In a memorandum of 12 November 1973, tc members of the
CIA Management Committee on "Pending Actions', the
Secretary listed ten items which he planned to approve,
and he provided comments on five other items. There is
the following extract: '"Per my remarks at the 9 November
Morning Meeting, the Chairman has authorized the under-
signed to approve items pending before the Committee."
The minutes of the Management Committee, dated 12 February
1974, points out that the Chairman endorsed the
occasional attendance of Associate Deputies at future
meetings of the Committee,

The minutes of the Management Committee, dated 26 March
1974, indicated that the Secretary "concurred in the
recommendation' that the agendas for Management Committee
meetings be distributed at least five full working days
prior to meetings.

In following Management Committee matters through 1973-74,

the following comments appear to be applicable:

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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The procedures were to be adjusted "with experience'",
but the changes have not taken place in a particular-
ly orderly manner. Considerable research on the rules
is required.

The role of the Management Committee has certainly
changed in the last eighteen months - from 'major
policy problems'".

The role of the Comptroller has evolved and changed,
but this is not appropriately reflected in Agency
regulations.

Most certainly the authority and responsibility of the
Secretary was changed dramatically in November 1973,
but this is not appropriately covered in the
regulations.

The minutes encourage the occasional attendance of
Associate Deputies, but the record remains silent
concerning the presence and participatiog;other

senior officials.

K. It is submitted that the original Management Committee

charter of 14 February 1973, is badly out of date; it does

not cover the true role of the organization; and a new,

complete, current and accurate regulatory issuance is

very much required.

(I am checking on a document which lists the General Counsel,
Legislative Counsel, Inspector General and Comptroller as

members. )
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ITI. EXECUTIVE DIRECTOR-COMPTROLLER FUNCTIONS

A. Attached as TAB C are copies of varius Agency regulations
which refer to the role of the Executive Director-
Comptroller, which was 'suspended" by the same Agency
Notice which established the Management Committee.
Although it was never stated or implied that the Manage-
ment Committee actually replaced the Executive Director-
Comptroller, the overall situation has never been clari-
fied, and some of the functions have been assumed by the
Management Committee.

B. It is particularly noteworthy that the issue was addressed
to a limited extent by the Management Committee under
MCA-32, "Former Executive Director-Comptroller Functions
to be Assumed". It also serves to emphasize a weakness
in the Management Committee machinery in that the issue
remains unresolved, and it is still unclear exactly which
authorities were transferred to the Management Committee
or other elements of the Agency. Most certainly, a review
of the minutes of the Management Committee, dated 21 May
1973, does not clarify the situation.

C. It is submitted that the Executive Director-Comptroller
issue is a '"major policy problem" which should have been
worked on by the Management Committee to the point of
decision. This is a central change in the Agency's manage-
ment process, and the lack of action in this important

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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area stands out when it is noted that the same senior
body has at times attacked relatively insignificant
problems with a minor impact on a small segment of the
Agency. It is important to the managers in the Agency,
and it is also important to younger Agency officers who
are seeking improved communications and a better under-

standing of the management process.
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IV. MANAGEMENT COMMITTEE MINUTES

A.

The original memorandum of 26 February 1973, on CIA
Management Committee Procedures (MCA-2) indicates in
paragraph 3 that "Except for recording decisions reached,
no minutes will be made of Committee meetings. The
Executive Secretary will be responsible for assuring
the Chairman that decisions reached are implemented and
will provide periodic progress reports to him."
In line with the above approach, the minutes of some
meetings are sc¢ concise that they lack clarity and/or
appropriate details. This occurs on a number of
occésions when it is indicated that the issue was
"discussed at length" or there was a "lengthy discusion",
but no details. The following are cited as examples of
minutes which might be a 1little too succinct:
1. MCA-44, Organization for Production. "The

proposals of Mr. Colby and Mr. Proctor were

discussed at considerable length, and it was

decided to postpone any final decisions on

this topic."

2. MCA-42, | |21 May 1973 memorandum.

"Discussion and action postponed."

3. MCA-45, ARPA Intelligence Analysis R§D Program.
"Discussion and action postponed".

4. MCA-92, New Procedures for Evaluating Research

Proposals. After some discussion, the Secretary
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asked that the Comptroller look at existing

review and approval procedures for research

projects.
Reference has already been made to MCA-32 relative to
Executive Director-Comptroller functions, with no clear
report on what responsibilities were transferred. The
minutes of 25 February 1974, concerning the Returnee
Interview Program of CY 1973 (MCA-82), also lack
specificity. Possibly the problem is highlighted most
strongly by the General Counsel in his memorandum of
24 June 1974, on Limitations on Outside Activities
(MCA-93), when it is pointed out that there was some
confusion as to what the Management Committee decided
the previous week.
As ygﬁiﬁnother related facet of this, is that really
important, significant, and worthwhile policy data is
sometimes reported in a rather innocuous manner, with
no appropriate heading or MCA number. It has been
pointed out that the minutes of 14 November 1973 reflect
new guidelines on the role of the Management Committee,
but the data is buried in the report, and refer to his
"remarks'" at a morning meeting of 9 November 1973, which
are not readily available.
With respect to the need for detailed minutes, it is
understood that the Chairman no longer éttends all or

most of the meetings of the Management Committee, even
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though it has been categorized as his consultative

body. It may be a disservice to the Chairman and the
members not to provide the rationale, arguments, and
views of members, particularly on key issues %ﬁgggér
there is divided or a stron?"minority" opinion. To
cite a recent specific example, the minutes reflect that
there was considerable opposition to tle Program Audit
(MCA-95) by Messrs. Nelson, Brownman Walsh and Iams,

but very few details on their position other than the
statement that present Agency management processes
provided the tools necessary for evaluating program
effectiveness. Most certainly, the Chairman can and
should decide the issue as he thinks proper, but it is
submitted that evidence from all sides should be
considered.

It is not being suggested that the Management Committee
should adopt procedures which are as structured and
formalized as those utilized by the United States Intel-
ligence Board (USIB). As a standard practice, however,
the USIB minutes appear to be complete, accurate, and
clear. Now that the Management Committee has been in
operation for over eighteen months, and it was originally
recognized that we would make adjustments based on
experience, there might be some solid advantages in

adopting a USIB-type approach on keeping minutes.
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V. MCA NUMERICAL SYSTEM

A. It would appear that there is some weakness and consider-
able inconsistency in the approach used to assign MCA
numbers to agenda items. At first blush, this procedural
problem may not seem to be particularly important, but it
has and does lead to some confusion when one attempts
to staff out a problem with not much lead time. In many
instances, there is no obvious connecting link between
files.

B. The following are cited as examples of the problem:

1. MCA-1, "Intelligence Support to NSC", leads
directly to MCA-44/A and MCA-44/B on the
"National Intelligence Office".

2. MCA-5, "CIA Management System'", leads to MCA-88/A,
"CIA Management Processes".

3. MCA-20, '"Review of Training'", as well as MCA-20/A,
MCA-20/2, and MCA 20/3 lead to MCA-87, "Annual
Report, Component Conducted Training, FY 1973",

There is also MCA-76, '"Annual Report of Language
Development Committee for FY 1973".

4. MCA-24, "Career Service Management'", as well as
MCA-24/A, MCA-24/B, MCA-24/C and MCA-24/D lead
to MCA-30, '"Annual Personnel Plan'.

5. MCA-25, "Agency Image'", leads to MCA-39, "Agency
Image - 100 Universities Program' to MCA-67,

"Recruiter Views'", which is essentially a report
Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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on the Agency's image. This leads later to MCA-71,
"Modified 100 Universities Program".

6. MCA-34, "Research and Development in CIA", leads
to MCA-92, "New Procedures for Evaluating Research

Proposals".

7. MCA-42, "Areas for Discussion" STAT

21 May 1973 Memorandum) leads to MCA-46, '"Studies

of Intelligence Crisis Support'" to MCA-100, "Internal
& PP ’ STAT

Organization for Crisis Management'.

confusion as to what had been recommended to and ap-
proved by the Management Committee.

9. MCA-74, ”Imp@@; of Proposed FY 1974 Personnel Cuts
Assigned to the DD/M§S", leads directly to MCA-91,
"ADD Group Review of 1975 Staff Personnel Ceiling".

10. MCA-93, "Limitation on Outside Activities", is
essentially the same as MCA-106, "Coordination and
Review of Manuscripts Submitted for Publication by
Former Employees'".

It would also appear that there is some lack of orderliness

in the failure to assign or identify the MCA number under

certain circumstances. The "Payment of Administrative

Costs of the Voluntary Investment Plan" is recorded under,

but appears to have no solid connection with MCA-91, '"ADD

ARBLRYSS T ReIEPSS 20PUPE 0 A RRETE0831A0N90 1000
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MCA-6 is a listing of "Planned Management Committee
Agenda Items', essentially a working document which
does not merit the assignment of a number. MCA-42 on

"Areas for Discussion' does not shed too much light

on the proposals made by Mr. | Aspects STAT

of the COINS issue have come up for discussion at
various times, most recently on 2 December 1974, but
the deliberations of the Management Committee were not

associated with MCA-15, '"COINS".
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VI. MARGINAL AGENDA ITEMS

A. In a post mortem review of earlier agenda items, it
is felt that the following issues did not have signif-
icant policy overtones which cut across Directorate
lines to any appreciable degree and/or otherwise

merited the attention of the Management Committee:

STAT
1.

reflect that it was approved without comment
or discussion.

2. MCA-17, Intelligence Production, March-April 1973

The basic issue was important, and there may have
been policy overtones; it would appear, however,
that the primary impact was on the DD/I, and there
was little or no substantive discussion by other
members of the Management Committee. Questionable.

3. MCA-19, Monthly Reconnaissance Schedule

The basic issue was important, and action was assigned
to the DD/I and DD/S&Ta This did appear to be a
short-range issue. At least questionable.

4. MCA-21, New Format of Memoranda for Approval of

the DCI, DDCI and Executive Secretary, Management

Committee

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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The new format had already been approved in
principle by the DCI, the minutes reflect no
discussion, and there certainly were no policy
overtones. The simplified format is fine, but
there was no need for Management Committee
consideration.

5. MCA-22, Classified Bulletin Boards

This item did in fact impact on the entire Agency,
but a question is raised as to whether it warranted
the attention of senior management for detailed
input.

6. MCA-26, Grievance Procedures

In response to the comments of the Junior Officers
Study Group, the Inspector General prepared an
Agency notice explaining its role in the handling of
grievances. There was related input from the Offices
of Personnel and Training, but DD/A records reflect
no details on substantive discussions by the Manage-
ment Committee. Minor issue.

7. MCA-27, Biographic Material

The DD/0O and the DD/I were directed to establish a
joint working group to examine requirements and
procedures with respect to biographic material.
This was a worthwhile issue, and a good report was

approved, but there did not appear to be any
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substantive discussion by the Management Committee.
It is believed that direct action would have
achieved the results.

8. MCA-36, Revision of DD/O Staff Structure

There would appear to be little question that this
was an important issue, but it was basically a DD/O
item of concern to the DCI, with little or no input
from other members of the Management Committee. It
was not part of an overall Agency restructuring,
streamlining, or personnel reduction program.

9. MCA-37, Review of Consultants and Rehired Annuitants

This issue was of interest to all four Directorates,
and it was made clear that the Agency should not
maintain a stable of advisors unless there is a need
for their expertise. There did not appear to be any
substantive discussion by Management Committee members,
and a mechanism did exist to check on this program

on a yearly basis. Minor issue.

10. MCA-58, Management Committee Item - Definition of

Vital Records

There was a request for a restatement or reaffirma-
tion of Agency policy toward Vital Records, and it

was recommended that a notice be issued on the topic.
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11.

12.

13.

14.

This was approved and there is no indication that

the issue was discussed. It would appear that direct
action outside the Management Committee would

have been appropriate.

MCA-67, Recruiter Views

This is an informative three-page report on the
Agency's image following Watergate. Our records
fail to reflect that there was any substantive
discussion or action taken on this item.

MCA-80, Agency Parking Permit Policy

This issue certainly impacts on all elements of

the Agency, but hardly warranted the attention of
senior managers. Directorate representatives subse-
quently formed a Parking Committee to handle this
matter at the appropriate level.

MCA-92, New Procedures for Evaluating Research

Proposals

This was an Agency MAG proposal which touched on

an issue which was primarily of concern to the DD/S§ET.
The net result was that the Comptroller was asked

to look at existing reviéw and approval procedures.

As presented, the topic hardly warranted the time

and attention of the Management Committee.

MCA-93, Limitation on Outside Activities

This related to procedures for clearance of articles

for publication, or speeches by former employees.

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8

17



Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8

The issue is important, and it does impact on all
elements of the Agency, but it would appear that
the item was prematurely presented as an agenda
item. Subsequent Management Committee action was
taken five months later under MCA-106.

15. MCA-94, Establishing Priorities for Computer Service

Requests

This item was referred to the Management Committee
by the Audit Staff, following an audit by the Office
of Joint Computer Support. This problem was being
worked within 0JCS, and referral to the Management
Committee was extremely premature.

16. MCA-103, Bicentennial Participation

This issue is of minor concern to the Agency and
should not have been referred to the Management
Committee. The item could have been addressed at

the working level.
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VII. STRONG AGENDA ITEMS

A. In a review of earlier agenda items, it is felt that

the following issues did mn fact have significant policy

overtones and merited the attention of the Management

Committee:

1.

MCA-1, Intelligence Support to the National Secu-

rity Council; MCA-44, Support to the DCI on

National Intelligence; MCA-44/A, National Intel-

ligence Office

This item appears to be of fundamental importance
to the Agency, but the minutes of 24 April 1973,
provide little insight as to the 'lengthy
discussion" of th7@ros and cons. There was a
further review of the concept in June and July 1973.

MCA-5, CIA MANAGEMENT System; MCA-88, The Agency's

Management System; MCA/88-A, CIA Management Processes

Again, this issue appears to be of fundamental
importance to the Agency, and there is a very use-
ful insight as to the Director's views on management
by objective. The minutes of 3 April 1974 provide
pretty solid policy guidelines.

MCA-14, Consolidation of Selected ADP Operations

This related to the approval to centralize computer
systems, and the transfer of the Office of Joint
Computer Support to the DD/A. There was an important

policy decision which impacts on most major elements

: - - 010001-8
ApprovengO{}Béal%se 2003/03/10 : CIA-RDP79-00632A000100

gency.
19



Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8

Training has a significant impact on all elements

of the Agency, and the rather detailed minutes of

24 April 1973, and 22 April 1974 reflect very useful
policy input from the highest level.

5. MCA-24, Career Service Management; MCA-24/A, New

Approaches to Personnel Management

This deals with the improvement of personnel manage-
ment in the Agency, and a complete overhaul of the
system, following the establishment of an inter-
Directorate persormel study group. It is submitted
that this issue is probably one of the best examples
of the type problem which should be addressed by the
Management Committee. There continues to be important
follow-through action, also including MCA-30, Annual
Personnel Plan.

6. MCA-32, Former Executive Director-Comptroller

Functions to be Assumed

This issue is of fundamental importance, but it has
not yet been adequately addressed by the Management
Committee. There has been a significant lack of

follow-through.
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It is believed that the basic issue is important

from a policy standpoint, and there is a significant
impact on all major elements of the Agency. As with
MCA-20, the minutes of 13 June 1973, are more demiled
than usual, and there is some clear presentation as
to the views of some senior officials. This was a
useful review of "research'which compares favorably

] . STAT
to the much lighter study in MCA-92.

This related to the DD/I proposal that the DCI

present before USIB an Agency recommendation to abolish
the NIS program. Although the issue was of primary
concern to the DD/I, it impacted on other elements

of the Agency and the intelligence community in

terms of manpower and financial resources. Although
the issue might have been handled through direct
command channels, it seems more appropriate as a

Management Committee item.
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felt that there are important policy, cover, and
security overtones which certainly warranted
Management Committee attention.

10. MCA-52, FY 74-75 Program Review

There were major Agency decisions concerning our
personnel strength, and our financial resources.
This was of considerable importance from an overall
Agency standpoint.

11. MCA-91, ADD Group Review of 1975 Staff Personnel

Ceiling

MCA-74, "Impact of Proposed FY 1975 Personnel Cuts
Assigned to the DD/MGS'" covered in considerable detail
the impact on the Agency of proposed cuts within one
Directorate. This led to the establishment of a
committee composed of the four Associate Deputy
Directors, the Director of Personnel and chaired by
the Comptroller. The committee conducted a rather
exhaustive review of personnel resources within the
Agency, submitted a final report on 1 May 1974, and
this was approved by the Management Committee on

9 May 1974. It is submitted that this is an

excellent example of detailed staff work being
Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8
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12.

13.

conducted at an appropriately senior level, with
ratification by the Management Committee.

MCA-89, CIA Retirement and Disability System

(Inspector General); MCA-89/A, General Counsel's

Overview of Agency Early Retirement Policy;

MCA-89/B, Review of Agency Retirement Policy

(0Office of Personnel); MCA-89/C, Agency Retirement

Policy (Office of Personnel)

Although this issue appears to have been presented
to the Management Committee somewhat prematurely,
without the appropriate staff work by components
having primary cognizance, there is little question
that it is an important policy issue which touches
the roots of the Agency. It most certainly merited
the attention of the Management Committee on policy
grounds.

MCA-99, Agency Personnel Ceiling

On 5 July 1974, the Comptroller submitted a rather
detailed report on the new single ceiling concept,

and the controls being imposed by the Office of
Management and Budget (OMB). The matter was considered
by the Management Committee on 11 July 1974, and

action was initiated by the Office of Persornel and

the Comptroller to work out an Agency solution, with

appropriate input from all Directorates. As with

Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8

23



Approved For Release 2003/03/10 : CIA-RDP79-00632A000100010001-8

MCA-91, the issue is extremely important to all
elements of the Agency.

14. MCA-108, CIARDS Financial Situation

A working committee conducted a review of the
CIARDS financial situation and determined that by
1982, there may be insufficient funds in the CIA
Retirement Fund for the payment of annuities.
Various options were presented to the Management
Committee on 6 November 1974, and a decision was made on
20 November 1974. It is to be noted that the basic
document was generated by one Directorate, but it
reflects the concurrences of the General Counsel,
the Legislative Counsel, and the Comptroller before
it was referred to the Management Committee. It is

obviously an important issue.
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VIII. ANALYSIS SPONSORSHIP/IMPACT

A.

It is rather difficult to develop a meaningful and

accurate analysis as to the sponsorship and impact

of the many issues which have been addressed by the

Management Committee in the last eighteen months.

There would appear to be some reasonable evidence,

however, to support the following conclusions:

1.

Through most of 1973, the Executive Secretary
either sponsored or otherwise generated most of

the agenda items that were considered by the

‘Management Committee. The catalytic effect is

quite obvious--priming the pump.

At the Directorate level, most of the items were
initiated by the DD/A, followed by the DD/I, and
the DD/C. There were very few items sponsored by
the Science and Technology Directorate.

It would appear that the Management Committee was
sometimes used as a sounding board for issues
which had little impact on the membership. This
may have been intended as a useful spin-off effect.
The Management Committee was perhaps used as an
information exchange mechanism for some issues,
which could otherwise have been resolved through

direct action.
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5. In some instances the problem might have appropri-
ately been worked at a lower level, without the
need to refer the matter to the top managers.

6. Early on, before the "five working day rule"
was established, it was sometimes difficult to
adequately study the problem before it was
considered as a formal agenda item. Where an item
has a major impact on one Directorate, that unit
should have the opportunity to conduct a proper
analysis.

7. It appears that the Management Committee operates
at its best when there is basic strong staff work,
and appropriate coordination at the working level.

8. There are some indications that the Management
Committee has not always acted with dispatch or
decisiveness. There has already been strong
reference to the Executive Secretary-Comptroller
issue. As a more recent example, the COINS manager
issue has been in a confused holding pattern since
June 1974, when it was first suggested that a

manager should be named.
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RECOMMENDATIONS

A. Revise and update the regulations, spelling out the
mission, functions, authorities, procedures, and
membership of the Management Committee.

B. Clarify the role and authorities of the Executive Secre-
tary, both in terms of the Management Committee and the
Agency.

C. Address completely the‘Executive Director-Comptroller
issue. Decide where the functions are to be assigned,
and amend the varied regulations accordingly.

D. As a general rule of thumb, have the Management Committee
focus on major policy issues which have a broad impact.
Stress quality agenda items, and avoid the less signif-
icant.

E. Avoid the tendency to originate and discuss detailed
problems of the individual operating components.

F. Ensure that agenda items are properly developed and
thoughtfuily staffed out, so that all of the relevant
facts are available, in advance, to all members before
policy decisions are made.

G. Arrange for more detailed reporting of the minutes,
setting forth the policy decisions in such clear cut
and comprehensive terms as to supply the basis for
executive action. A carefully designed policy should
be enunciated that will convey to each operating

division a complete understanding of the problem.
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Where there is reasonable disagreement, and a strong
minority opinion, attempt to develop accurate and
complete reporting as to the rationale and basis for
the dissenting position.

From an efficiency standpoint, take a completely fresh
look at the procedural machinery of the Management
Committee, with a view towards streamlining and other-
wise bringing a little more orderliness to the system.
Remain flexible on the ground rules, and continue to
make changes deemed appropriate based on experience.
Where there are significant changes, however, ensure

that the guidelines are amended in clear concise terms.
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